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SUMMARY

Requirement

The Air Force Human Resources Laboratory (AFHRL) was tasked with the
development of a civilian appraisal system by a Request for Personnel
Research (RPR 76-40) from the Air Force Directorate of Civi lian Personnel.
To meet this requirement, (and subsequently those of the Civil Service

Reform Act of 1978, the Office of Personnel Management, the Department of
Defense, and the Air Force), the Air Force Human Resources Laboratory
(AFHRL) developed three appraisal systems: the Senior Executive Appraisal
System for members of the Senior Executive Service, the General Manager
Appraisal System for all General Manager employees, and the Job Performance
Appraisal System (JPAS) for General Schedule and Federal Wage System

Employees. This paper describes the JPAS and its development.

System Development

The initial appraisal system proposed for JPAS was developed based on a
review of existing Air Force, other governmental. and civilian appraisal
systems, Successful characteristics of these appraisal processes w ere

incorporated into a candidate system. Then, a formative development process

of successive field tests and system modifications resulted in the final
JPAS and its companion training systems and operational recommendations.
The criteria used to modify the developing appraisal system were

acceptability to employees, users, and management; simplicity of the rating
process within legal and operational requirements; accuracy of measurement;
and system appropriateness for the intended population. Primary system
changes beyond the initial candidate rating process that was developed

centered on the procedures for specifying performance requirements for job
elements and deriving the final overall performance score for a job

incumbent. The job analysis procedures for identifying primary job elements
to be rated, Including the incumbent/supervisor interaction process,
remained virtually the same as originally proposed.

System Description

The system is comprised of two basic components: the work plan and the
performance appraisal. The work plan delineates the performance elements of

the employee's job and the performance standards required for each element.
3b elements describe, in general terms, the job tasks performed by the
employee. Each job element is designated as critical or noncritical and is
assigned relative importance points (I to 100). Points for all elements on

the work plan must sum to 100. A critical element Is defined as any
requirement of the job which Is so important that inadequate performance of
it outweighs acceptable or better performance in other aspects of the job.
At least one element must be designated as critical, with a minimum of 51%
of the relative impcrtance points assigned to critical elements.

Performance standards are developed for each element in order to rate
the elements. Standards are written at a level which specifies satisfactory

6i



p erformance in terms that are measurable, observable, reasonable, and if
possible. exceedable.

At the end of T year, a performance review is accomplished and employees
are appraised on how well they have performed the elements of their job in
relation to the established standards. Elements are evaluated as MET,

EXCEEDED. or 01D NOT MEET. The overall performance rating is then

objectively determined based on the evaluations of the separate job

elements. Element evaluations are summed and compared to the overall rating
definitional standards for determination of the final performance rating.
Possible overall performance ratings are Superior, Excellent, Fully

Successful, Minimally Acceptable, and Unacceptable. Subsequent
personnel/management actions are required if an overall rating of Minimally
Acceptable or lower is assigned.

Two training courses (an 8-hour and a 4-hour course) were developed.
The 8-hour course is recommended for all supervisors. Nonsupervisory

employees are to attend either the 8-hour or the 4-hour course. The shorter

* . 4-hour course is recommended for those who do not have to be completely
- . knowledgeable In how to write a work plan, but need a general orientation

about the new performance appraisal system.

* Recommendations

The success of the JPAS will be determined by the integrity of the
people who use the system and the training they receive. Therefore, it is
essential that all participants receive proper and adequate training.

Procedures for documenting employee performance; tracking rater tendencies;
and monitoring the system's viability, acceptability, and credibility should
also be developed to provide an even more effective appraisal system.

The following specific recommendations are suggested as a means of
* . maintaining the integrity of the operational appraisal system:

1. Structure schedules and procedures for interim performance reviews
held between supervisors and employees.

2. Provide guidelines for employee performance evaluation documentation.

3. Allow employees to comment on the appraisal form regarding their
evaluations.

4. Specify a minimum length of time in a job or under a supervisor
before an evaluation can be rendered.

5. Establish a suspense and review system to ensure timely and accurate
0 preparation of work plans and appraisals.

6. Track rater tendencies to identify deviant rating patterns.

7. Update training packages periodically.

8. Provide rater refresher training and training for new supervisors
and employees.
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AIR FORCE JOB PERFORMANCE APPRAISAL SYSTEM

I. BACKGROUND

In early 1977, the Air Force Human Resources Laboratory (AFHRL)

initiated a research and development (R&D) effort to develop a new Air Force

civilian appraisal system. The Directorate of Civilian Personnel had

requested the development of a supervisory appraisal system for Air Force

employees through a Request for Personnel Research (RPR 76-40). This was

approximately 2 years prior to the passage of the Civil Service Reform Act

if 1978 (CSRA-78), Public Law 95-454, and the Uniform Guidelines for

Employee Selection of 1978. With the passage of the CSRA, there were

regulatory guidelines and specific requirements (see Appendix A) which had

to be followed in the development of appraisal systems for Government

agencies. To meet both legal and Air Force requirements for a civilian

employee appraisal system, AFHRL developed three subsystems: (a) The

Senior Executive Appraisal System (SEAS), (b) The General Manager Appraisal

System (GMAS), and (c) The Job Performance Appraisal System (JPAS). This

paper focuses on the design and development of the JPAS, which applies to

all General Schedule (GS) and Federal Wage System (FWS) employees in grades

I through 15 and employees in grades higher than 15 who are not covered by

SEAS or GMAS. The other two systems are reported in detail in

AFHRL-SR-81-ll, Air Force Senior Executive Appraisal System, and

AFHRL-SR-83-20, Appraisal and Merit Pay Systems for Air Force Civilian

General Managers.

The SEAS was developed first, followed by GMAS, and then JPAS. The

general framework of GMAS was used for the development of JPAS. A work

plan, a performance appraisal process, and a training package were the

primary components to be developed. The succeeding sections outline the

steps taken in the JPAS development.

II. APPRAISAL SYSTEM DEVELOPMENT

This section outlines the JPAS development process and includes

rationale for the system components. Beginning with a description of the

job analysis methodology used for ensuring the job relatedness of the

appraisal scores, the discussion then covers the iterative process of

successive field tests and system modifications used in developing the

* operational JPAS.

Job Analysis Methodology

Relevant psychological literature suggests that a job analysis must be

completed prior to developing an employee appraisal system (see list of

* references provided in the Selected Bibliography), although the most

appropriate job analysis methodology Is not clearly identified. Under the

1978 Uniform Guidelines for Employee Selection, appraisals are considered to

Io
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be a form of a test or, more appropriately, a part of an overall selection
system. if the appraisals play any part in a selection decision. As part of

a selection system, the appraisal form must reflect job relatedness to the
position description and to the specific tasks which the incumbent of the
position is actually going to perform.

The method of ensuring the job relatedness of an appraisal instrument is

through the use of job analysis methodology. Although the Office of
Personnel Management (OPM) also suggested the use of job analysis, no source
identified what specific job analysis procedures would be appropriate for
use as an Integral part of the Air Force appraisal system. Present

state-of-the-art job analysis technology typically requires substantial
involvement of industrial psychologists or other professionals in
determining specific tasks inherent in a job, and this determination must be
repeated for each and every job. Obviously, such an undertaking for an

organization with many diverse jobs would be prohibitive in terms of both
time and money. Thus, it was judged necessary to develop an alternate
method of job analysis for JPAS.

Many personnel management textbooks (see Selected Bibliography) indicate
that supervisors and incumbents are fully capable of developing job
appraisal documents and that most analysis techniques utilize the incumbent

*and supervisor as reliable and valuable sources of job data. Therefore, a
job analysis technique was developed which maximized supervisor/employee
input and minimized the use of outsiders. In this job analysis process, the

employee's position description serves as a starting point to review the
requirements of the job. The actual tasks to be performed in the specific
job and desired task performance outcomes are identified and checked for
consistency with the unit's mission requirements and availability of
resources to perform the job. The identification of these tasks and

requirements Is, in effect, a job analysis process.

This job analysis technique requires a thorough review of the employee's
position description and other pertinent source materials by the

supervisor. The employee also provides the supervisor with input based on
personal knowledge of the job and a review of pertinent documents. The

supervisor must consider the employee's input as part of the job analysis.

This technique provides an efficient method for determining important
aspects of the job. It also provides flexibility to handle situations where
certain tasks or requirements reflected in a position description may not be
performed during a particular rating period and to identify tasks not

reflected in the position description. After CSRA became law, it was
mandatory to Identify the principal job elements that composed the actual
work performance by an employee during a proposed rating period. This job
analysis method enhanced the probability that only appropriate Job elements
would be identified and placed in the appraisal instrument. As an added
benefit, this job analysis technique can be very useful in updating obsolete
position descriptions; it enhances employee and supervisor communication;

* 2
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and it improves job requirements acceptance by both the employee and the
supervisor through their direct involvement in the development process.

Appraisal System Design and Field Test

An initial appraisal system was developed prior to the passage of the
CSRA-78. The system was 'field-tested' in early 1978 using a dozen
employees and supervisors at Andrews AFS and was subsequently modified to
incorporate the lessons learned from the field test; however, the

modifications were primarily cosmetic. The initial appraisal system,

described in the following section, met most of the CSRA-78 requirements;
however, emphasis on quantitative standards, identification of CSRA-defined
critical elements, and job analysis outcomes were not fully met. Two

subsequent major field tests at McClellan and Norton Air Force Bases

resulted ir the final appraisal system, which was turned over to the
Directorate ,f Civilian Personnel (AF/MPK) for operational use. The
criteria for evaluating the field tests and modifying the system were system
acceptability to employees, supervisors and management; simplicity of the
rating process within legal and operational requirements; accuracy of

measurement; and system appropriateness for the intended population. This

section describes those field tests and the evolvement of the JPAS into its
operational form.

McClellan AFB Field Test

The final prototype appraisal system was tried out at McClellan AFB with
approximately 375 participants across a wide range of occupations in both
the GS and FWS categories. The purpose of the test was to ascertain
employee reaction to the appraisal systemi across a wide variety of jobs
through actual participation in an experimental, accelerated

performance-rating cycle. The procedure employed in this field test
required joint supervisor/employee development of a work plan. The field
test included the following components: employee/supervisor training,
development of work plans and performance standards, employee appraisal, and

follow-up surveys and interviews with participants. It was specified that
each work plan developed must (a) delineate Dominant Elements (DEWs in the
jot, (b) specify whether these elements are critical or noncritical, Wc

develop performance standards against which these elements can be evaluated,
and (d) assign priority point values to the standards for determining their
importance during evaluation. For detailed procedures of the work plan

* development and rating process during the test at McClellan AFB, see the
field test handbook in Appendix B.

A Dominant Element (DEL) was defined as a major duty, work activity, or
set of interrelated tasks necessary for successful job performance. The

DELs Must (a) reflect only the actual job to be performed during the rating
*period, (b) be written In a clear and concise manner, Wc include an

appropriate noun and action verb, and Cd) be relatively global in nature.

* 3
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A critical element was any job requirement considered so important that
-its inadequate performance outweighed acceptable or better performance in

other aspects of the job. Failure to perform a critical element adequately
required that overall job performance be rated as less than fully acceptable.

Performance standards were statements Identifying the level of work

necessary for satisfactory performance; they were to be based on objective
and measurable criteria (in terms of quantity, quality, timeliness, and
courtesy to those served, etc.).

*The priority points provided a means of specifying the relative
importance of the various standards and consequently, the DELs. The sum of

* C'the priority points for all DELs was 100. The more important elements were
awarded a higher number of points than were those of lesser importance.
Critical elements were usually, though not necessarily, awarded more points
than were noncritical elements.

At the end of the appraisal period, the supervisor rated employee
performance on each standard, using a five-category rating scale (with each
category assigned a specific number of performance points): Outstanding (10
points). Superior (9 Points), Exceeds Standards (8 Points), Acceptable (7
Points), and Unsatisfactory (6 Points). Table 1 provides the rating

definitions used in the field test.

Once the individual standards were rated, a score was determined by
* multiplying the rating (6 to 10) assigned each standard by the number of
*priority points assigned to that standard. The products for the standards
*were summed to determine the Total Score. Since the range for the ratings

was 6 to 10 and total number of priority points had to be 100, the range for
the rotal Score was 600 to 1,000.

Field test results. Complete work plans of 250 employees (67% of the
original sample trained) were received. Based on follow-up employee and

*supervisor surveys and interviews, it was generally noted that (a) the
- field-tested system provided a viable method of job performance appraisal

for Air Force civilians, (b) the system was perceived as effectively
measuring actual Job performance, Wc participants perceived the system as
more objective than the current appraisal system, and (d) job-related
communication between supervisor and employee was enhanced. Possible rating
system discrimination against women and minorities was checked by comparing
group mean ratings against male and non-minority ratee groups, respectively,

* and there were no significant differences. Further, the distribution of the

* scores indicated that there was substantial variability in the ratings and
*rater inflation was not a significant problem. In short, the field-tested

* system did not discriminate against women and minorities and was robust
against rater inflation.

04
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the GS and FWS categories. The purpose of the test was to ascertain

employee reaction to the appraisal system across a wide variety of jobs
through actual participation in an experimental, accelerated

performance-rating cycle. The procedure employed in this field test

required joint supervisor/employee development of a work plan. The field

test included the following components: employee/supervisor training,
development of work plans and performance standards, employee appraisal, and

follow-up surveys and interviews with participants. It was specified that
each work plan developed must (a) delineate Dominant Elements (DELs) in the

job, (b) specify whether these elements are critical or noncritical, (c)
develop performance standards against which these elements can be evaluated,

and (d) assign priority point values to the standards for determining their
importance during evaluation. For detailed procedures of the work plan

development and rating process during the test at McClellan AFB, see the
field test handbook in Appendix B.

A Dominant Element (DEL) was defined as a major duty, work activity, or

set of interrelated tasks necessary for successful job performance. The

DELs must (a) reflect only the actual job to be performed during the rating
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appropriate noun and action verb, and (d) be relatively global in nature.
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A critical element was any job requirement considered so important that
its inadequate performance outweighed acceptable or better performance ir.
other aspects of the job. Failure to perform a critical element adequately
required that overall job performance be rated as less than fully acceptable.

Performance standards were statements identifying the level of work

necessary for satisfactory performance; they were to be based on objective
and measurable criteria (in terms of quantity, quality, timeliness, and

courtesy to those served, etc.).

The priority points provided a means of specifying the relative

importance of the various standards and consequently, the DELs. The sum of
*the priority points for all DELs was 100. The more important elements were

*-awarded a higher number of points than were those of lesser importance.
Critical elements were usually, though not necessarily, awarded more points
than were noncritical elements.

At the end of the appraisal period, the supervisor rated employee

performance on each standard, using a five-category rating scale (with each
category assigneu a specific number of performance points): Outstanding (10

points), Superior (9 Points), Exceeds Standards (8 Points), Acceptable (7
Points), and Unsatisfactory (6 Points), Table 1 provides the rating

definitions used in the field test.

Once the individual standards were rated, a score was determined by
* multiplying the rating (6 to 10) assigned each standard by the number of

priority points assigned to that standard. The products for the standards
* .were summed to determine the Total Score. Since the range for the ratings

was 6 to 10 and total number of priority points had to be 100, the range for
the Total Score was 600 to T,000.

Field test results. Complete work plans of 250 employees (67% of the
original sample trained) were received. Based on follow-up employee and
supervisor surveys and interviews, It was generally noted that (a) the
field-tested system provided a viable method of Job performance appraisal
for Air Force civilians, (b) the system was perceived as effectively

* measuring actual job performance, (c) participants perceived the system as
more objective than the current appraisal system, and (d) job-related

communication between supervisor and employee was enhanced. Possible rating

system discrimination against women and minorities was checked by comparing
group mean ratings against male and non-minority ratee groups, respectively,

S and there were no significant differences. Further, the distribution of the

scores indicated that there was substantial variability in the ratings and

Vrater inflation was not a significant problem. In short, the field-tested
system did not discriminate against women and minorities and was robust
against rater inflation.
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Table 2. Rating Definitions for Norton AFB Field Test

Rating Definition

Outstanding (10) Ratee achieved Outstanding level of performance and

deserves special recognition. Outstanding (10)
ratings must be justified by both the rater and

reviewer.

-" Superior (9) Ratee failed to reach Outstanding level of

performance but showed desire and initiative worthy

of recognition. Also used if failure to achieve

Outstanding was due to factors beyond the ratee's

control. Superior (9) ratings must be justified on

the rating form.

Fully Successful (8) Ratee performed up to expectations as a productive,

conscientious worker and achieved the Fully

Successful level for the standard.

Successful (7) Ratee performance was satisfactory but failed to

achieve the Fully Successful level because of

inexperience or other similar factors. May also be

used as an incentive for ratees who have worked hard

and are expected to perform better in the future.

Marginal (6) Ratee performance was at a Marginal level or failure

to meet the Marginal level was due to factors beyond

the ratee's control.

Unacceptable (5) Ratee performance did not reach the Marginal level of

performance due to lack of effort, skill, knowledge,
or ability. Unacceptable (5) ratings must be

justified on the rating form.

rather than three levels of performance. Where the McClellan AFB

sigle-level standard made it difficult to discriminate between acceptable

anJ outstanding or unsatisfactory performance, the Norton AFB 3-level

standards clearly were not the answer to the issue. Some type of single

standard which defines the upper and lower bounds of 'Fully Successful'

performance would be the preferred compromise position.

During this field test, GS employees indicated greater difficulty in

writing objective standards for their jobs than did FWS employees. However,
k-

both groups expressed concern with the concept of standards and indicated

7
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that the overall1 rat inrg compu t,'.th' I~ i-' Part ic iirts asser-ti
that discrimination between i-.dividua ls in Lse Scores ke.g., 894 and

Ol) was unrealistic, ind that iny irOitr:rv -it pf D i nt would be

impossibTe to justify. A simplified scring pr)ce,lure to rate task

performance and award overall perfurmanc.e r-tinjs was (le3rly required.

Field-Ttst-Induced Revisions

As a result of the McClellan and N.rtjn ,f s P&ok; tests, the initial

appraisal process was modified to conlorm t tie ri e d; of the Air Force

while paying particular attention to the re~cticns and inputs of those who
would be affected by, or would use, tee system. Mcdifications were made in

the rating process, the appraisal form, a:;c in Ihe training package.

Rating Process

Supervisors at both McClellan .inn Nortoii AFBs had considerable

difficulty with the final part of the apraisal process (i.e., rendering the

actual rating). In both cases, the system was too complex and required

finite rating discriminations that the rater was either unable or unwilling

to make. Each job element had five possible ratings ranging from

Unsuccessful to Outstanding, and supervisors expressed consternation at

O their inability to distinguish reliably between the meaning/application of

similar adjacent ratings such as between Outstanding and Superior or between

Fully Successful and Successful. Therefore, the rating process was also

changed to have just three levels of rating for each element (i.e., whether

the employee MET, DID NOT MEET, or EXCEEDED the element's standard).

The McClellan and Norton AFBs rating exercises yielded total performance

scores which ranged from 600 to 1,000 points. No adjectival definitions

were attached to the scores. Supervisors expressed concern that they had no

particular feel for the meaning or worth of a particular score and had

difficulty explaining the meaning of the tutal score to the employees.
Further, CSRA-78 required categorical final ratings so the rating system was

modified to assign overall performance rating categories while at the same

time simplifying the decision process of the raters.

Appraisal Form

Three changes were made in the operational form; terminology and

criticality designation changes were cosmetic, but a standards writing

process change was more substantive. The term "Dominant Elements" was

deleted from the appraisal system and replaced with the term "Job

Performance Element," which appears to be a more meaningful concept to the

users. In the Norton AFB test, standards rather than elements were assigned

priority points. In the operational JPAS, Job Performance Elements are to

be identified as critical or noncritical and assigned relative importance

weights which sum to 100 points. The most significant change to simplify

the appraisal form was the revised requirement that standards he written

8
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only at a single level which would identify satisfactory or typical

performance. This requirement, to some extent, amounted to acceptance of

the single performance standard statement used in the McClellan AFB field

test since the 3-level Norton AFB standards had proved to be completely

unicceptable. As explained in the next section, modifications in the single

standard concept were, however, required to overcome the single standard

rating difficulties experienced during the McClellan AFB test. The final

operational JPAS rating form in Appendix D is a significantly simplified

form compared to the Norton AFB test form (shown at the end of Appendix C).

-a !n ing

In the McClellan AFB test, supervisors had difficulty deciding when an

employee had exceeded or failed to meet the single element standard. The

Norton AFB training package was modified to instruct supervisors not to

attempt to write single-level performance standards for each job performance

element but to attempt to include upper and lower boundaries for fully

successful performance. For example, if typing at 45 words per minute is

typical of standard performance, the standard could read, "Types 40 to 50

words a minute.* This provides a clear target above or below which the job

incumbent can exceed or fail to meet the standard. Now the employee has a

definite understanding of what is expected of him/her and the supervisor's

4 rating task is more objective.

Determination of the overall performance rating was changed to take the

element ratings in a relatively straightforward manner and assign

categorical, rather than numeric ratings. These overall ratings are on a

five-category scale (Superior, Excellent, Fully Successful, Minimally

Acceptable, and Unacceptable) and are defined in Table 3. The definitions

were Initially developed by the AFHRL research team and subsequently

modified to the form shown in Table 3 by representatives of the personnel

community who judged them appropriate for Air Force evaluations.

III. THE AIR FORCE JOB PERFORMANCE APPRAISAL SYSTEM (JPAS)

The previous section outlined the basic JPAS format as developed by the

AFHRL research team using an iterative field test process. Making JPAS

suitable for operational implementation was the next step. A combined team

of the AFHRL developers and personnel specialists from the Office of

Civilian Personnel Operations (OCPO) and the Directorate of Civilian

* Personnel (AF/MPK) formulated the final details to make JPAS compatible with

the personnel system requirements. AFHRL contributed the lessons learned

from previous R&D efforts and the field tests and took primary

responsibility for developing the complete training package. The personnel

community ensured that JPAS met the Air Force operational requirements and

developed the implementing Performance Appraisal Regulation, AFR 40-452.

* This section describes the final results of those primarily staffing actions

(.e., making JPAS operational).

* 9
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Table 5. Overall Prt> ; i Pat ing Sca le

Superior Employee exceeds the performance requirements of all
the job performance elements nf the work plan.

Excellent Employee meets cc exceeds the performance
requirements of A.1 the job pe-frmaicE elements of
the work plan arid exceeds the performance
requirements of the job performance elements which
represent at least 50t of the r elIa t ive weight i n

4importance of the w -rk coan.

Fully Successful Employee mee ts tioe performance requirements of all

the job performince -lements H the work plan.

Minimally Acceptable Employee meets the performance requirements of all1

critical job performance elements of the work plan,
but does not meet the performance requirements of one
or more noncritical job performance elements.

Unacceptable Employee does not meet the requirements of one or
more critical job performance elements of the work
plan.

JPAS became operational on I October 1981. At the beginning of an
* - appraisal period, the supervisor delineates the employee's job elements by

conducting a job analysis of the employee's position using the position

description and unit work requirements or mission statements, as well as
possible input from the employee. Next, practical, realistic, and

observable/measurable standards are written (to reflect quality, quantity,
timeliness, etc.) which define required pcrformance on each element for the
employee's performance to be fully successful. Employee participation with

the supervisor in defining important job elements and standards is
encouraged.

The Job performance elements and their associated standards comprise an
employee work plan and are entered on a Job Performance Appraisal Form
(AF Form 1282, see Appendix D).

Evaluation of job performance against pre-established observable

standards minimizes subjectivity since it requires only that the supervisor
determine whether an employee met, did not meet, or exceeded standards of
satisfactory performance on specific Job elements. The overall performance
rating is derived directly from these element evaluations as described in

-. Table 3. To discourage unwarranted assignment of high or low ratings,
objective written substantiation is required for any element evaluated at
the 'DID NOT MEET' or 'EXCEEDED' level. No substantiation is required for
an evaluation of 'MET.'

10



The remainder of this section describes in same detail the general JPAS
procedure just outlined. In addition, other pertinent aspects of the JPAS
system are discussed (e.g.. responsibilities of the supervisor and reviewing
official and the time-phasing required in the system).

The Work Plan

The work plan generated by the supervisor (see Appendix D) constitutes
the major part of the appraisal system and is composed of job performance
elements, standards, relative importance points, and criticality ratings. A
description of work (the job performance elements) the employee is expected
to perform during the appraisal period is entered in the work plan. Each
job performance element is identified as critical or noncritical to overall
job accomplishment and is assigned importance points reflecting its
importance relative to the other elements. At least 51 out of a total 100
relative importance points must be assigned to critical Job performance
elements. A description of the level of work to be attained (the
performance standards) if that element is to be satisfactorily performed is
entered on the page facing the job element.

Within the JPAS, a Job performance element may be either an important
duty or responsibility of the position or a specific project or task drawn
directly from the duties and responsibilities contained in the employee's
position description. Explicitly stated or implied within each job
performance element is a product, process, or methodology to be developed or
completed during the appraisal period.

Two methods of entering a job performance element on the work plan are
permitted: the line entry method and the functional category method. There
is no restriction on which method must be used; either method or a

combination of the two methods may be used in any given work plan.
Generally, the line entry method Is more appropriate to lower graded jobs
while the functional category method is probably best for highly technical
or supervisory positions.

Line Entry Job Performance Elements

The line entry job performance element is composed of an action verb and
an appropriate noun or noun phrase to indicate a process, product, or
methodology to be achieved. The supervisor lists performance requirements
from the position description, or from other materials developed during the
job analysis, into the job element format. A productive way to look at job
requirements while structuring the elements is to ask: What work is

h.performed? What product, process, etc., is accomplished? With these

questions In mind, the supervisor structures the task statements produced
during the job analysis into line entry job performance elements. These are
numbered sequentially and are rewritten on the work plan using one or two
lines for each element. Table 4 shows some typical line entry elements

L:
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written by supervisors during a JPAS rield test. AddItional examples -ire

given in Appendix E.

Table 4. Examples of Line Entry Job Performance Elements

* . 1. Implements programs to modify or improve Analytical capabilities

2. Documents technical activities

3. Represents organization at pertinent technical meetings

4. Operates computer terminals in assembling, retrieving, and

developing data

5. Initiates purchase requests (PRs)

Functional Category Job Performance Elements

Functional category Job performance elements permit clustering of

similar Job tasks under a single broad functional category. A functional

category element (e.g., Planning, Supervision, Administration) encompasses a

number of subelements written similar to line entry elements. At least two

subelements must be included under a functional category heading. A

functional category title must be logical and representative of the Job

"-. performance requirements identified by its subelements. Functional

- categories are sequentially numbered, with their subelements also

. sequentially numbered in parentheses. Table 5 shows some examples of

functional category headings.

1
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Table 5. Functional Category Headings

Supervisory Work Plans Nonsupervisory Work Plans

Administratlon Admin istration

-ommunicating Analyzing

* Coordinating Coordinating

Direct Supervision Design Work

Direction and Training Electronic Design & Fabrication

".4

* 13

p

*%*t4% .. f.......'. * . . . . . .



Table 6 shows some representative functional categories and their

subelements developed during the different field tests; additional examples

can be found in Appendix E. Note that in some cases functional categories

may be one or more functional categories combined (i.e., functions connected

with conjunctions).

Table 6. Example of Functional Category Elements and Subelements

1. Development (1) Develops instrumentation system requirements

(2) Develops sensor interface requirements

(3) Develops and t-s'i calibration requirements

for instrumentation systems

2. Coordinating (1) Provides technical guidance to other DOD and

Government agencies

(2) Attends technical conferences

(3) Coordinates and assigns with projects other

groups within the division

3. Forms and Publications

(1) Orders forms for division

(2) Orders publications for division

(3) Conducts inspection of functional publications

library

14
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Criticality of Job Performance Elements

- All job performance elements (bath line entry and functional category)
are designated by the supervisor as either critical or noncritical with
respect to successful job performance. At least one job performance element

*on an employee's work plan must be designated as critical. Note in the
examples in Appendix E under the functional category method the criticality
designation pertains to the entire functional category. not its individual
subelements; If any subelement in a functional category is considered
critical, the entire functional category which contains it is classified as
cr it icalI.

In determining criticality of job performance elements, the supervisor
is expected to consider (a) the organization's mission, Mb organizational
goals, (c) impact on the work of others (whether this individual's effort

- a ffects the production of another individual or group), (d) compliance with

directives, (e) difficulty or complexity of the work, (f) consequences of
failure to perform the element satisfactorily, and (g) proportion of the
individual's time spent on the job performance element. As an example,

* . supervisors should have at least one critical supervisory performance
element. Other factors also may be considered if they are relevant to the
particular Job.

Relative Importance Points

Both critical and noncritical Job performance elements are assigned
*.relative importance points. As a minimum, 51 of these points must be

assigned to critical job performance elements. Several factors should be
considered in assigning importance points of the jlob performance elements:
(a) the element's criticality, (b) mission requirements, (c) consequences of
poor performance, and Cd) difficulty or complexity of the element. Appendix

E shows an example of relative importance points on a work plan. Relative
importance points are assigned to individual line entries or to a functional
category (not its individual subelements).

Job Performance Standards

* Performance standards are written to define satisfactory job performance
on each line entry job performance element and on each subelement of a
functional category. There is no limit on the number of standards that may
be written for an element or subelement, but there must be at least one
standard for each line entry element or functional category subelement.

Performance standards are written to reflect a measurable, observable
characteristic of performance (e.g., quality, quantity, or timeliness).

Whenever possible, they should be written to show a range of satisfactory
*performance rather than a discrete value or amount. This gives a target

rrange for the employee to strive for. It also gives added objectivity to

r the ratings because there are definite points above which an employee can

LS~



clearly exceed the standard and below which an employee 'i led to meet the
task requirements. An exception may occur where a standard has beer)
predetermined by regulation or directive, or where there is no measurable
alternative to meeting or not meeting the job requirement. Table 7 provides
examples of job performance standards. Appendix E contains additional

examples and shows how they are entered on the work plan. Note that in some
cases ranges of values are used to express quality, quantity, or timeliness
required for satisfactory performance. Also, note that the written job

*-standards are numbered to agree with the corresponding job performance
element.

Table 7. Sample Standards

Line Entry

I. Files all correspondence, reports, and forms within 3 to 5 days after

receipt

2. Documents data analysis in report form 7 to 8 weeks after end of the

technical effort

-- --- -- -- --- --- -- -- -- --- --- -- --- -- --

Functional Category

1. (1) Estimates monthly net income in nonappropriated fund budget to

within + 15% of actual income

(2) One failure In depositing funds on schedule is allowed per month

(3) Five to six overages or shortages of more than $1 are allowed per

month

It is important that the supervisor write standards which are realistic,
practical to observe, attainable, exceedable (if possible), and most

importantly, measurable. Realistic means that employees can reasonably be
expected to meet the standard under normal or usual work environment

16



conditions. The standards should not be too difficult to achieve nor should
they be too easy, but should serve as a challenge to the employee to perform

at a satisfactory level. "Practical to observe' means that the rating

official can determine whether a standard has been met, not met, or exceeded
without resorting to extraordinarily time-consuming record keeping. All

standards should be attainable for the average employee and exceedable by
the highly industrious employee In order to provide employee incentive. Some

standards cannot be exceeded by their very nature. For example, if an
essential report must be completed at a specific time but there is no

advantage to its being completed early, then clearly, a standard concerning
the report's timeliness cannot be exceeded. Most work plans contain few

nonexceedabTe standards. Care should be taken to keep nonexceedable

standards to a minimum and to ensure that there are enough exceedable

standards to give an employee a rewarding goal for excellence in the form of
an overall rating above Fully Successful. Regardless of how practical or

realistic the standard may be, if it is not written in a measurable manner,

the supervisor cannot evaluate work against it. Table 8 illustrates how

these five characteristics relate to three specimen standards.

Table 8. Characteristics of Standards

Characteristics

Examples of Realis- Observ- Attain- Exceed- Measur-

Standards tic able able able able

Allowed to be late on sus-

pense date 4 to 5 times

per month Yes Yes Yes Yes Yes

Files all incoming corres-

pondence immediately after

receipt No Yes Yes No Yes

Remembers how to operate

special test equipment Yes No Yes No No

Work Plan Authentication and Distribution

When the supervisor (and employee) complete the work plan, it is
forwarded to the next higher authority in the chain of command (the

17



70
reviewing official). The reviewing )fficial i, the final authority or. the

contents of the work plan and on the eventual ratings given. If the work

. plan is judged acceptable, the reviewing official signs and returns it to

the supervisor. The supervisor then discusses the work plan with the

employee, signs it, and obtains the employee's signature on it. The

supervisor files the original of the work plan with the Supervisor's Record

of Employee (AF Form 971) and gives a copy of the work plan to the employee

for retention.

Work Plan Modification and Periodic Performance Reviews

The work plan is not expected to remain static, but is considered a

viable document that can be changed as necessary to reflect actual job

performance requirements. While work plan changes may be made at any time,

they will usually be made during periodic perfrrmance reviews. Performance

reviews are held at the supervisor's discretion, but may be requested by the

employee. It is anticipated that several reviews will occur during the

rating period. At these performance reviews, employee job performance and

training needs, needed work plan changes, and any other topic relevant to

the job should be discussed. The supervisor should give an unofficial

. verbal indication of the employee's performance to date; if the employee's

performance is unacceptable, the review provides an excellent opportunity

for the supervisor to counsel the employee officially. This is also an

appropriate time to review the work plan and the work accomplished by the

employee to ensure that the work plan is accurate and current. Work plan

changes may entail changes in assigned relative importance points, the

designation of critical elements, or deletion or addition of elements.

Changes are made directly on the original form or by attaching addenda.

Performance Evaluation and Rating

At the end of the performance evaluation period, the supervisor will

evaluate the employee's job performance against the written standards. For

each job performance element, the supervisor must indicate that the employee

exceeded, met, or did not meet the performance standards for that element.

The judgment that the employee either did not meet or exceeded performance

standards for an element requires substantiation for that evaluation in Part
III of the appraisal form (see Appendix D). The statement *Employee met all

requirements" will be entered in Part III of the evaluation form for all job

performance elements for which the evaluation "MET" is assigned.

The job performance standards are written at only one level (i.e., the

satisfactory level of performance). The rating options expand this one

level to three levels: an evaluation of 'DID NOT MEET" indicates

unacceptable or unsatisfactory employee performance; a rating of "EXCEEDED

indicates that employee performance was superior to that expected of the

average employee. Although the written standard, established at the start

of the rating period, defines only expected satisfactory performance, the

meanings of "DID NOT MEET" and "EXCEEDED" should be clearly understood by

18
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both the supervisor and employee. For example, consider the job perfnrmance

element, 'Types manuscripts.0 Standards for this element might well be,

"i) Types 4 to 5 pages of finished copy per hour; and (b) Two to three
errors are permitted per page of completed copy." On the first standard,

anything less than 4 pages would be unsatisfactory; any pages typed In

excess of 5 per hour would be performance above the satisfactory level. On

the second standard, errors in excess of three per page would fail to meet

the standard, whereas error-free typing would exceed the standard.

Once the supervisor completes ratings on all performance elements, the

overall performance rating scale shown on page 1 of AF Form 1282 (see

Table 3 or Appendix D) is used to determine the Individual's overall

performance rating. This rating is entirely a function of the performance

element evaluations and cannot be arbitrarily changed to reflect a

sabjective judgment that does not agree with the overall rating outcome.

For example, if job performance on all elements of the work plan is

evaluated as having met the written standards, then the only permissible

overall rating is Fully Successful. By the same token, if performance on

all elements is rated as exceeding the standards, the only permissible

ovrrall performance rating is Superior. If job elements which represent at

leist 501, but less than 100t, of the relative weight in importance of the

work plan are exceeded and all other elements met, an Excellent performance

razing must be awarded. Failure to meet any noncritical job element results

in a Minimally Acceptable rating if all critical elements are at least met.

If an employee does not meet the requirements of one or more critical job

performance elements, an Unacceptable overall performance rating must be

assigned. The overall rating is entered on page 4 of AF Form 1282.

In the above examples, the overall rating to be rendered is objective

and straightforward. However, when there are multiple standards for single

job elements or multiple subelements within a functional category, some

subjective judgment must be made by the rater if there is a mixture of MET,

DID NOT MEET, and EXCEEDED ratings. Subelements are not assigned importance

weights or designated as critical/noncritical on the Form 1282. Similarly,

multiple single element standards are not differentiated by Importance. The

rater must therefore make judgments about the relative importance of the

subelements and standards when assigning the DID NOT MEET, MET, or EXCEEDED
rating to the functional category or muTtiple standard line entry element.

A simple count or averaging of MET or EXCEEDED subelements or multiple

standards should normally not be used to determine the functional category

or element rating. It is rarely true that subelements/standards are of

equal Importance; therefore, simple averaging which makes this assumption

would be inducing error into the rating and would constitute unfair

evaluation of the employee's performance.

When the ratings have been made, the appraisal form is signed on the

last page by the supervisor, the reviewing official, and the employee in

turn. Again, the reviewing official has the final authority over the actual

ratings given. The original of the completed appraisal form (AF Form 1282)
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is forwarded to the Central Civilian Perso,nc-; Office and a copy is given to
the employee. At the time of the supervisor/employee performance appraisal
meeting, the supervisor should discuss the approisal and overdll performance
rating with the employee. This completes the rating cycle and a new work
plan is accomplished for the inext rating period.

Time Phasing

JPAS went into effect on I October 1981, with~ 0e Oevelopment of work
plans for all Federal civilian employees not exempt from coverage or
assigned to the SES or designated as GM employees. (This includes FWS and
GS employees.) Normally, each employee's performance will be rated just
prior to the anniversary of the last within-grade salary Increase or
promotion.

The first appraisals under the new system were rendered on or about
I February 1982, on employees whose last within-grade step increase or
promotion fell on I April of the previous year. This allowed approximately
120 days for observation by the supervisor before the first evaluation was
due. Other employees were evaluated as the anniversary date of their last
within grade salary increase or promotion approached. Each employee is
subsequently evaluated annually. One exception is that newly hired FWS

4 employees, who will receive an initial evaluation just prior to completing
26 weeks of Federal service, will be evaluated again just prior to
completing 52 weeks of Federal service. Their evaluations will be rendered
annually thereafter.

Training

The most important single factor in the effective implementation of a
new system is a sound training program on features and operation of the
system (see the Selected Bibliography for a list of references). Therefore,
the AFHRL developed a research-based training program to accompany JPAS.

Design of the training package was constrained by a number of factors
including: (a) availability of media equipment (video tape recorders, slide
projectors, etc.) at the various Air Force bases, (b) availability of
qualified instructors, (c) diversity of personnel in terms of reading
ability, experience, familiarity with the English language, job types, etc.,
(e) time and cost involved in developing various types of instruction, (e)
worldwide deployment of employees, and (f) need to present the new system in
a positive light. Two prototype training packages were developed:

instructor-led instruction and self-paced training. Field testing of these
two packages at Randolph AFB showed that participants in both training modes
learned the information equally well. However, the instructor-led group
indicated a significantly more positive attitude toward the training than

* did students in the self-paced class (see Glasgow, Simkins, and Guerrieri in

the selected bibliography on training).
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Since the two methods of instruction appeared to work equally well, the
I ooratory had to decide which would be more appropriate for the Air Force.

Instructor-led training was selected as the more appropriate method for a

number of reasons. First, it was important that the training be perceived
as a positive experience by the participants. As mentioned earlier, the

field test showed that participants in the instructor-led course expressed a

significantly more positive attitude toward the training than did

participants in the self-paced course. Since the students' attitudes toward

traini-g often affect their attitudes toward the material (i.e., the JPAS),

the more positively accepted training was deemed preferable. Second, in the

self-paced prototype, the students obtained information by reading a

resource book and working through a workbook. This requires that the

participants be able to read and understand the materials. In many

instances, because of the content and its required new vocabulary, the
reading level of the prototype materials was above the tenth grade level.

Individuals who would have had difficulty reading the materials might (and
probably would) decide not to participate In the training.

Previous experience with studies involving self-paced instruction (see

selected bibliography on training) indicates that subjects performing as

part of a test group tend to read all materials and work all workbook
exercises carefully. However, when these same individuals are not part of a

*O sppcial test group, they tend to skip important exercises and quickly skim

thE materials. Too heavy a reliance on printed materials was deemed

inappropriate by the research team.

Employee training program. Since the JPAS was new, pre-implementation

training on the system had to be provided for all employees (both

supervisory and nonsupervisory). However, the training of more than 200,000

employees posed a sizable economic problem. Training nonsupervisory

personnel to write acceptable job performance elements and standards (for

which they are not directly responsible) was neither necessary nor cost

effective. On the other hand, such training was essential for supervisory

employees. Hence, two training programs were developed, an 6-hour course to

provide detailed instructions and practice on work plan development, and a

4-hour course presenting primarily an overview of the system, with a small

am-unt of in-class work plan training. The 8-hour course is mandatory for

al supervisory personnel. The short course was designed for individuals
who were not required to actually write work plans. It was recommended that

supervisors be given the option of sending their nonsupervisory employees to

whichever course was most appropriate to the needs of that employee.

Supervisory training program (8 hours). The 8-hour course, primarily

lesigned for GS and FWS supervisory personnel, is a lecture-workshop

presentation which incorporates the use of standardized viewgraphs. The

course Is divided into instructional modules or units. The course (a)

delineates CSRA requirements, (b) explains use of the Job Performance

Appraisal form (AF Form 1282), and (c) provides practice in writing Job
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porformance elements dnd st a ,Ja, 1 , as e .erc ises in Jc,

performance elements ano standdra writr Included .o provide practical

- experience in work plan writing. C 
,
r t op cs covered in considerable

*detail include (a) the evalu -t ,ri )d ra t ing pr oce ss, b)
supervisor-employee communicat!i: q e reviewing official's

responsibilities, (d) emplyee grIev3,,c ,- es, and (e) ramifications

of ech possible overal1 perfcrmifm- r,i t . E C, 'u'ent is provided a

workbook for class use whfch c t. s ! - .- 'S 1-dividual ind group

exercises. The workbook as15 c t: ,.,~rus examples of job

performance elements and standards. ,A qest iin and answer section which

treats the most commonly encountered pr-blems (see Appendix F) is appended

-~ to the workbook. Also included is backornro material about the CSRA and

the appraisal system. The wcrkbx)ok
l 

i, lesgneci to be a ready reference

and working tool for the supe-vis)r tr :,'eti r )f rie training course.

Nonsupervisory training program f4 ro ors! The 4-hour course for

nonsupervisory employees is considerab IT mcre than an orientation session,

but somewhat less than the 8 hours of intensive training for supervisors.

The training is similar in material covered and mode of presentation to the

supervisory course. However, the number cf axerclses is reduced, and three

of the five units include audiovisual slide presentations. A workbook

presents the same information as that for the 8-hour course, but class

- exercises and examples are adapted to the 4-hour course. Again, the

workbook is kept by the employee as a reference after completion of the

"-. course.

Final Field Test. The JPAS was taken to the field for one final test

of the operational system. Teams of trainers from AFHRL and OCPO went to

five bases in July and August of 1981. Supervisors were trained at Hill AFB
(N = 240), Kirtland AFB (N = 174), Maxwell AFB (N = 108). Patrick AFB (N =

88), and Scott AFB (N = 240). Employees were rated 3 months after the work

plans were completed. Responses of the participants did not indicate any
formidable problems in the JPAS system but did help the AFHRL research team

formulate recommendations for continuation of the operational system which

are discussed later.

!V. DISCUSSION

The current JPAS meets CSRA requirements and provides a viable vehicle

for objectively assessing job performance. JPAS provides for objectively
written critical elements and performance standards that are consistent with

the employee's position description and the needs of the organization. The

employee's participation in the work plan development is encouraged, and the
appraisals will be used *as a basis for training, rewarding, reassigning,

promoting, reducing in grade, retraining, and removing employees' as

* r~Ttho)uqh developed by AFHRL , the .orkbcck was printed by the Office of
C ivilian Personnel Operations at Randolph Air Force Base, Texas, and

c-,,jests for copies should be addressed t, that organization. A copy of the

workhok has been included as Appendix F.
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required by PL 95-454. However, because the system was developed under

severe time pressures, a number of user management decisions were

subjectively made rather than being based on objective data. Further study

has shown that a few of these decisions may merit reconsideration. These

issues are discussed below.

Interim Performance Reviews

(',jrrently, there Is no formal requirement for interim performance

reviews, it is imperative to the system's success that work plans be

reviewed and modified whenever necessary throughout the appraisal period.

Th~is would also contribute to employee satisfaction with and acceptance of
the system. Supervisor/employee working relations will be enhanced 7F

employees know what is expected of them, receive periodic feedback on their

progress, and are counseled about ways to improve their performance. Such

periodic reviews are advantageous to both supervisor and employee. If

properly counseled, the employee can modify work behavior to ensure an

acceptable rating, while the supervisor can motivate desirable performance

and improve employee productivity through this medium. Although

representatives of the personnel community recognized the importance of

interim performance reviews, they believed it inappropriate to dictate

* specific intervals between such reviews. During development of the

api raisal system, interim performance reviews had been recommended to occur

at least twice during the rating period; about 120 and 240 days into the
• - rating period. Although the exact times are not important, It was

considered important that scheduled times be established for performance

reviews. If the system is left unstructured, many supervisors may forget or

ignore performance reviews, to the detriment of both supervisor and employee.

Current policy is that interim performance reviews will be held and

documented at the supervisor's discretion. Many supervisors, rationalizing

- that additional reviews are not necessary, choose not to use them. To

preclude this, the concept of required interim reviews should be

reconsidered.

. D9ocumentation

The lob Performance Appraisal form (AF Form 1282) documents the work
plan and overall performance rating for employees under the JPAS. The

AF Frm 128? and documentation of periodic performance reviews are kept with

tne employee's AF Form 971. This documentation is extremely important in

istifying the employee's overall performance ratings, particularly if they

f-*l above or below Fully Successful.

*)Dcumentation is of paramount importance if it is necessary to initiate

,~ -ilverse personnel action against an employee as a result of Unacceptable

P.-formance. The CSRA requires that written notice identifying specific

SttrceS of unacceptable performance be provided the employee. The

P- furmance Appraisal Regulation (AFR 40-452) requires that any
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..umentation used to jJst • - e. ce p. eit part c tt-

ofticlaI record; this incl u.es r'• c . o fr rp cords of per Iodi c

-. performance reviews, and aty suoerv : i , bout the unacceptab!e

performance.

The rating literature indisues ,. ervisors who keep a diary or

- rec:rd on their employees are i i r , r .. repc':urat and objective

ratings (see Selected ,ib~i',ra ,y). F ;-.- so indicates that when
5.

formal record keeping Is r-Ct re--u,' i J [,; y suipervisors avoid this
time-consuming process and rely on the-, memorips, which may not accurately

recall specific events. The current Aii ,orce Regulation 40-452 does not

specify how employee performance d ciume:it tionc should be handled.

t .7,umentation provided only by two or ti ,e pflrodic performance reviews is

Insufficient to track employee performaice 2-, ely !;r to support subsequent

parsonncl actions based on unacceptable certc",:-ice. Supervisors should be

required to maintain systematic recorcs nj employee performanre. It is

important that such records be kept and upoated op a regular ba4  and that

the same kind of records be kept on ;ll employees. Keeping written words

only on employees whose performance subseqe!tly is rated "unsatisfactory,"

,r,d against whom adverse , ct ions a ta I ',, may be viewed by appeal

officials as suggesting an attempt 'to get an employee." Air Force policy

should be established concerning when dnd now uniform employee performance

information will be documented throughout the year.

Employee Comments

One of the major considerations in developing the JPAS was maximizing

user acceptance. Research reported in the literature (see Selected

Bibliography) supported the concept of allowing an employee to comment in

writing on the appraisal form about the evaluation. PreTimlnary forms used

* -/ in the field tests at McClellan and Nortor AF-s provided space for employee

" . comment, but it was used very infrequent I. On the final form, personnel

* - community representatives decideo 07 i ptvide space for employee

comments. They pointed out that the comments section was rarely used in the

field test, and the old appraisal system did not provide for employee

comments. Therefore, the final form states only that the employee's

signature does not indicate agreement ,*r disagreement with the work plan or

the rating.

Although space for comments is not provided on the current form, it is

* believed that it would be desirable to allow comments by the employee. It

is possible that only a few comments %Prn received in the field test because

. the rating period covered was extremely compressed, the ratings were for

" . "research purposes only," and the -atings did not become part of the

* " employees' official records. After a I-vr -ating period, the participants

may wish to provide comments. Yi cb f ,ertior wjuld permit employees to

Indicate their reasons for agroeina r nisaqreeinq with all or part of the

w(,rk plan and the ratings render-,'..
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Mjrlm'jm Rating Period

The JPAS annual ratings are due 60 days prior to the anniversary of the
employee's last within-grade step increase or promotion. However, for the
system's initial year, the first ratings were rendered on I February 1982.
(This was after development of the work plans.) Once the first-year rating
was rendered, subsequent ratings were due at 1-year intervals.

Although the interval between ratings is specified, there is no
requirement for a minimum time in a job before being rated. APR 40-452
states that *when an employee is permanently assigned to a different
position under another supervisor, the losing rating official will complete
ind submit the appraisal form to the gaining supervisor within 30 calendar
days of the new assignment, if the employee served in the old position long
enough . .. to permit a valid rating.' The personnel community believed

- that supervisors needed flexibility to determine minimum rating periods
because of the wide variety of jobs and personnel covered by the

*regulation. However, in order to minimize arbitrary and capricious

determinations by supervisors, the regulations should specify a definite
minimum rating period. For military personnel a minimum rating period of 90
days is required. The law requires passage of 120 days after the beginning

*of a new presidential administration before senior executives are rated.
*Therefore, sufficient precedent exists for establishing a minimum rating

period.

Work Plan and Appraisal Control

One of the major problems associated with the JPAS system is assuring
timely and accurate preparation of work plans, documentation, and

*appraisals. Regulatory guidance specifies where the forms are to be

recorded, how long they are to be kept, and their ultimate disposition. The
* regulation does not address ways to ensure that work plans and appraisals

are turned in on time. If the system is to function effectively, it is
necessary to make certain the AF Form 1282 is properly prepared, the work
plin portion meets all the specificiations, and the appraisal is rendered
correctly. It is particularly important to ensure that the overall rating

* has been correctly based on the element evaluation (MET, EXCEEDED, or DID
NOT MEET). It is also important to assure that elements and standards are
not being changed just prior to the end of the rating period for the purpose
of ensuring a higher or lower rating for the employee.

The AFHRL researchers suggest development of a tracking system to
* rrnitor work plans, supervisor's documentation, and ratings. To avoid bias,

it is important that persons assigned to track appraisals not be Involved
with the evaluation of individuals whose ratings they are monitoring.
Although it is recognized that the tracking would create an additional

0 workload, the Central Civilian Personnel offices (CCPOs) are believed to be
* - the most appropriate monitors for the appraisal system.
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In addition to ensur inj tie q- t I m I i e , 4.,rk p 1 1

appraisals, monitoring the J b Perfrt, . raisI tystem wo, eld provide

an excellent opportunity to study rat,, r L!. It the ti ckity system,

ratings assigned could be summariz-.d tn, supervisor. Rating patterns

would emerge indicating whether t!, Y S,,, is rating fairly and

objectively or is committirg one r mr f the common rating errors.

Supervisors identified as aberrant rat,-t I c ',nair 1 anpd counseled on

how to rate more accurately. Tht-, I u ' I ! strengthen the

overall effectiveness of the appraisal s,,,-

Additional justification for a fr.,n trakin g system is as follows.

Because the JPAS rating will be used to ,t , individuals fcr training or

retention in the event of a, reduct i.n f , (RIMF, the r,,ting form meets

the definition of a selection system; :r,, dUi forn Guidelines for

Employee Selection of 1978. Case i- i p. r c- prut,I isns of the Uniform

Guidelines mandate that rating differe qy mi:,rity classification must

be followed and recorded across time to is ?s possible edverse impact of

the system. Since failure to collec:t t)t ;eta has been accepted by the

courts as evidence of adverse imp, ct, it nn 'ecmmerded that a tracking

system be adopted. The recommendation -,, ::.rt of a JPAS Follow-on Analysis

and Evaluation Plan which was delivered to OCPO. The plan Is reprinted in

its entirety as Appendix G.

Training

To ensure currency and reliability of the appraisal system, training should

be reviewed and updated periodically. Participants should also receive

periodic refresher training. CSRA mandates that organizations provide

training programs and information on the appraisal process to supervisors

and employees. A continuous training program should be followed to permit

training of new supervisors of civilian personnel and to provide periodic

refresher training for supervisors and employees to ensure that peak

effectiveness of the JPAS is maintained.

V. SUMMARY AND RECOMMENDATIONS

Under the Air Force Job Performance Appraisal System, all Air Force

Federal Wage System and General Schedule employees have work plans. The

work plan outlines the employee's job tasks (job performance elements) and

defines standards for acceptable accomplishment of those tasks (performance

standards). The system was evaluated and modified through a series of field

tests conducted at McClellan and Norton ,FBs. The field tests iteratively

tried and revised evaluation processes and formats based on successes,

failures, and acceptability to the users. From these field tests emerged a

job performance appraisal system which emphasizes cooperation between the

employee and supervisor in defining requirements of the employee's job.
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The f inalI JPAS package was delivered to the Office of Civilian
Personnel Operations in January 1981. The system conforms to the
specifications of the CSRA, the Office of Personnel Management (OPH) and the
Department of Defense (DOD). Although the JPAS is straightforward in
approach, detailed training is necessary to ensure that participants are
informed about CSRA requirements and proper procedures for the Air Force
appraisal system. The training prepares participants to write relevant work
plans, ensures that they recognize what is expected of them, and that they
understand the basis for the overall performance rating at the end of the
appraisal period.

From survey data, it was found that employee attitude toward the Job
Performance Appraisal System prior to operational phase-in generally was one

* -of acceptance. If approached honestly. the new system should provide a much
more objective method of evaluation than the system it replaces. There are
some objections to JPAS; chief among them is the assertion by some people
that standards cannot be written for their jobs. It is not easy to write
standards, and some jobs are more difficult to define in objective terms
than are others. It has been determined through several field tests,
however, that standards can be written for every job. To do so requires
honest and careful consideration of job elements and the performance level
necessary to perform the job elements satisfactorily.

Also from field test survey data, It was noted that many employees
- . objected to the appraisal system as being too expensive and time consuming.

Although this is a valid concern, it should be recognized that the potential
for increased productivity and fairness resulting from the system far
outweighs this consideration. The system is required by CSRA, and
directives implementing this system have been developed by the Office of
Personnel Management. Further, the most time-consuming aspects (e.g.,
development of a written work plan) are specifically required by CSRA.
Minimizing the primary supervisor workload requirements of JPAS was not an
option open to the developers or the implementers since those time-consuming
components are required by law.

In the final analysis, the success of the system lies with the
participants. JPAS can be only as good as the integrity of the people who

Now that JPAS has been implemented, the AFHRL developers have reviewed
the JPAS system in its operational form, the current literature and case law
on appraisal systems, and follow-up surveys and interviews from five target
bases. Based on these reviews, the developers wish to reiterate the

following recommendations to ensure the system's continual efficiency and

1. Structure schedules and procedures for interim performance reviews.
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2. Provide guidelines for employee performance documentation to

supplement performance reviews and the job performance appraisal.

3. Provide space on the AF Form 1282 for the employee to comment on

the work plan and the appraisal.

4. Specify a minimum time of supervision before an appraisal can be

rendered.

5. Establish a tracking system to ensure timely and accurate

prepartion of work plans and appraisals.

6. Track rater tendencies to help eliminate rater errors and, perhaps

more importantly, provide a data trail for compliance with the Uniform

Guidelines concerning adverse impact documentation.

7. Update training packages periodically.

8. Provide refresher training on a yearly basis.

28
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Appendix A: CSRA Requirements@

Iit I. 1, Sect ion 203 of Publ ic Law 95-454 (The Civil Service
A r, Act of 1978) defines unacceptable performance as "performance

II omplovee which fails to meet established performance standards
- -i ,t, or more critical elements of such employee's position."

>..t 10 11 2 also specifies the requirements for a performance

.ni -1p I:I [ sy t.-,m in the Federal government as follows:

Escablishmont of Performance Appraisal Systems

(,) Each agency shall develop one or more performance appraisal
systems which--

(I) provide for periodic appraisals of job performance of

employees;

(2) encourage employee participation in establishing

performance standards; and

(3) use the results of performance appraisals as a basis for

training, rewarding, reassigning, promoting, reducing in
grade, retaining, and removing employees.

(b) Under regulations which the Office of Personnel Management
shall prescribe, each performance appraisal system shall

- .provide for--

(1) establishing performance standards which will, to the

maximum extent feasible, permit the accurate evaluation
of job performance on the basis of objective criteria

(which may include the extent of courtesy demonstrated
to the public) related to the job in question for each
employee or position under the system;

(2) as soon as practicable, but not later than 1 October
981, with respect to initial appraisal periods, and
thereafter at the beginning of each following appraisal

period, communicating to each employee the performance
standards and the critical elements of the employee's
position;

(3) evaluating each employee during the appraisal period on

such standards;

(4) recognizing and rewarding employees whose performance so
warrants;

(5) assisting employees in improving unacceptable

performance; and
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(6) reassigning, redu- i n ] n vrade, or r,moving c;l!,v,.
who continue to hav Lnncceptrable per formance hilt on ly
after an opporflrn i tv to demonstrate accopIa- 1,,

performance.

The Off ic oF Personnel Manaiiement provi ded further de f i n i t i ons nd

gYuidance in 'WFR Part 430:

De 1"i n t i 01

In this part, terms are defined as follows--

(a) Appraisal system means a perfor-mance 1ppra i sal svst eln
established by an agency or component at an agency undo-
subchapter I of Chapter 43 of Title ), USC and Subpart P.
This part which provides for establishment of performance
standards, identification of critical elements,
communication of standards, and critical elements to
employees, establishment of methods and procedures to
appraise performance against established standards, and
appropriate use of appraisal information in making personnel

[ •decisions.

(b) Performance means an employee's accomplishment of assigned

duties and responsibilities.

* - (c) Appraisal means comparison of an emplovee's performance of
duties and responsibilities with performance standards.

(d) Performance standards are the expressed measure of the level

of achievement established by management for the duties and
responsibilities of a position or group of positions.
Performance standards may include, but are not limited to
elements such as quantity, quality, an]I timeliness.

(e) Critical element means component of an employee's job that
is of sufficient importance that performance below the
minimum standard established by management requires remedial
action and denial of a within-grade increase, and may be theI" basis for removing or reducing the grade level of that
employee. Such action may be taken without regard to

performance on other components of the job.

(f) Appraisal period means the period of time established by an
appraisal syst#,m for which an employee's performance will bo

rev i owed.
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The Performance Appraisal Process

(a) As required by 5 UjSC 4302(a), each agency shall establish
one or more appraisal system for appraising the work
performance of employees during an appraisal period.

(il) 5 I'SC 4302(a) and (b) require that each appraisal system
shall provide for establishing performance standards based
on the requirements of employees' positions, communicating
the standards of performance and the critical elements of
the position at the beginning of each appraisal period, and
appraising employees based on a comparison of performance
with the standards established for the appraisal period. An
agency shall encourage participation of employees in
establ ishing performance standards.

(c) Performance standards and critical elements must be
consistent with the duties and responsibilities contained in
employees' position descriptions.

(W An appraisal system shall not permit any preestablished

* distributions of expected levels of performance (such as a
requirement to rate on a bell curve) that interfere with
appraisal of actual performance against standards.

(e) 5 USC 4302 requires that each appraisal system shall provide
for periodic appraisals of performance. Employees shall
generally be appraised on at least an annual basis.
Agencies may provide for longer appraisal periods when
duties and responsibilities of a position or the tour of
duty of a position so warrant.

Mf Critical elements and performance standards shall be in
writing.

g) Periodic appraisals shall be in writing and shall be
provided to the employee.

(h1) A system shall provide for obtaining information about
* performance of employees detailed or temporarily assigned to

different positions when assignments are for sufficient
duration to provide information about performance, and
agencies shall give appropriate consideration to this
information in making personnel decisions.

*(i) Performance appraisals shall be used:

(1) To provide employees with information on their
performance and how it may be improved.
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appraisals;

(4) The supervisory officials, by definit ion or catovory',
who are responsible for appraising performance and, 11
applicable, reviewing or approving appraisals;

(5) The records to be kept and the uses of those records;
and

(6) The manner in which appraisals are used as a hasis for

personnel decisions, or reference to where th I
information may be found.

Training and Evaluation

To assure that the requirements of thle law will he effectively

implemented, agencies must provide appropriate training and

nformat ion to supervisors and employees on the appraisal. process, and

must establish methods and procedures to evaluate periodically the
effectiveness of tile ir appraisal sy stem(s) and to i mprove, th Ie

system(s).

Subpart C - Implementation and Interim Pro)cedures

Implementation of thils Part

Each agency cove red by sub part s A and 8i ot I s part. flia I stibiit t

p ropo sed appraisal systems to the Of ft ict ol Pr ;oinnl(1 Management to'

review onl or be fore, 3 1 JulI y I 98 1 . Ea-h ag1 e v mIIst S 1 t1Ip I 'Imimt -in
approved system or systems on or be tori' I Oc(oh.-r I 'il ind intim;t Inform

alemployees covered by thiis part: of the pirformamee -tLnndatd, itid



-, K i J-. i r ion as soon as the system is approved, but, in
, lit I it t li:ii 1 t-toho-r 1981. Nothing herein prohibits an

It ,vi, 1i n, an(I impiomonting critical elements and

I in.! rh; Ior pirt ie,'il ir posit ions prior to the development and

i n it I on o t crit ical el.Pments and standards for particular

S. sit inz prior to the development and implementation of critical
, t a ind standards for all positions within the agency. Once

- .;riti2;l elements and standards are developed for particular

,i I i, thev may lie used as a basis for agency action including

-' r,.,t.ioi in grade and removal of employees. Critical elements and

,rtori,,in.W standards developed for particular positions prior to the

,t,bliilmmont of a complete system must be reduced to writing and
-,,vid,,I to tlie employee before an agency proposes to take an action

-" ,id on these elements and standards.

0
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S!

INTRODUCTION

Every position authorized in the Air Force is rh,.r,. 1 . ,
specific work must be done. When all these jobs are d,, p! i%,
Air Force mission is accomplished. The best way to be sure tfi..i .i:I.i.t.
are performing satisfactorily is to state the work requir.mtts f

*.-'.' position clearly, and then rate the employee against these ;tandards.
This handbook is designed to help you accomplish both tasks.

ISpecifically, in the next few wca we will discuz:2:

o Identifying the dominant elements (DELs) of each Job,
o Identifying the critical elements of Lhe ;,)b,
o Stating performance standards for each i.,
o Assigning priority weights to DELs and !,t.,iirds,
o Giving numerical ratings,
o Determining total points tor the rating,

%o Post-rating procedures, and
o Guidelines for assessing dominant element:" >mnd :ta.K

The main feature of this Civilian Appraisal Program L.; the cooj--
[0.. tion between the supervisor and worker in describing the -ob, determi:-i,'

critical elements, setting standards, and assigning prioritis to each
part of the job. If this system is applied to the best of everyone'';
ability, many benefits can be realized. Supervisors arid workers will.
have a clearer understanding of what is expected of eaci worker, and
of which parts of the job are most critical. Much perss, nal opinion wll

be removed from the rating progress, insuring more accurate ratings a:,d
*" making it extremely difficult to give people ratings which they do no'

deserve. With clear standards understood by all, disputes over ratin,.s
can be resolved more fairly.

S

S
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P :\Nl ELEMEN I'S ( iEJ'f

A Dlominant Flertient (DEL) is .i malljor jury , work act ivitv;, oi set ot
inereae tssne~srvi' .u(O5tljob performarn( 1. Dominant

Elements may be either rec:urri ng, dutijes (e.g. typing let tcrs, repairing
auo h~~eC.1gines , etc.) or on~- e oraiaional ojEoCt ivO!; , (e~g

repaint ing thie off ice , pl anln n thebas CFC drive, etc.). T" e1 DEL, s
I) shou i re N ect on Iv t he icitin -oh to 'he perf ormed durn :i the r lipu
period; 2) sho ulId 1)C e rit -ai ceradconc-ise 1niann1er; )aod

* un odein appropri at.e noun ;e(!:ir ion verb ; a4)are reIat i vl v I cuba I
in nature. SuIpervisors ail.. wokeshould cooperate in Stalti lg each DEL
as clearly as possible.

Statements of PEL's slhouild be sialtle enough to mako us to I
Person who is not famil o"-r "'i Lul ihob. Ti'ev shoul d 7oni 'an ui: on

-erb to clarify wulat is done. .\ L ' of sample action %-'b is5 15urnished

as Attachment 1 to this ihandibook. The flnal list of DEL's foa j Ob
*must reflect the work actua,-lly hebv the employee durvin. thec !rut ing

period. Unless the work- -]an - the -.omplute list of DEL's, critical
elren5,standards, -ind -veights - reflects what is really -iing done,

the sv stem is of li'tle va1le.

let's look at S(-Me mle I and or ;e'. wether thovt ' osiale
-r our purpose.

oSuppose a worker e laini; t-haL a doom mit elemnent ~fteJob
should be expressed as, ' .~s'~.ps ht? This state-menit is so
1broad that it rca Ilv doi' c; ich To i-'c useful , tl;- h s shold

he :i.- mowed dov-n to, Ila; ,t..s I I''T':VJ-s in l ausipt' or ,

*.- eports. 011 th~e 0 ttem * t rs ie*
o),prcper size -)ppr for Tor ' tu; c tn: .1 rO .ur w oI r

C.~~~~i e._______

40
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i~~~~~t, ill,, ' ..skE which dIon't i, z\volve phy's ici! prod,,': : .,ti,.; p,,

p,, iai probl ems, especially when standards must 1). , ot.','rwined.

CRI'TICAL ELEMENTlS

A A critical elei cent is any requirement of the ,l, which is so 01'!;
iant that inadequate performance of it outweighs act,.ptab]f1 or i, t ,r
performance in other aspects of the job.

Critical el:ments will be design t d by the up txvior. (

elements and performance standards must be communicnted to the erp] '
. at the beginning of the appraisal period.

It is important to remember that critical elem.rts are the most.
-aI aspects of the job. Failure to perform any part of these element,
satisfactorily is cause for removal or demotion. (;ood or even out..,
ing performance on the rest of the job cannot and will not compers2to'
for unacceptable performance on any critical element.

Every job must have at least one critical element designated. Ir:'
elements are usually determined by considering the importance of th.::
to the mission of the organization, the difficulty or complexity of t>..
task, or proportion of time spent by the employee on the task.

W Dominant Element

Types Final Manuscript .

Example #2

PERFORMANCE STANDARDS

* Performance Standards are statements which identify, to the max;.
extent possible, the required level of work necessary for satsfactorv
job performance. They are the observable measures used to determine
adequate accomplishment of the DEL. Standards should be based on
objective criteria and contain measi'-abledegrees of perfor-lance (in
of quantity, quality, timeliness, cotrtesy to the public, etc.)

Once the Dominant Elements of a job have been identified and , ,
performanc,, standards must be established for each ID1... .n;:e DE.'re nlluil ,- ni one .tandard, while :,thers will requii, rim, ,. I t 1 .,
to cal for more than three standards, you might con, i dr r,,de f iu inl I
DEL or b-r-Aking it down. Standards must be measurable, on numeric ,
standards are preferable.

. 41
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: :' ,, t t. :" t mum [tI ,, c.,.c ptab I e oxr ;it, 

T.re V: - task'; vh 1 Lc.- rquire perfect i on
& tCte I j h t I ' t 1 0,0 per fn. cc iq St aitl .

u I 1 . , ;"tC uI t )I ,Iceordillg It

0 ~ ~ ~ w ~'r d- i ~v re rneasur,ult I c

d;li . (: Ic v , t 1i 1 c I i 11(1-iS 01
, I : . , . " . , ,, I ike DE I.'s, .i ,t be agreed upon 1v

t I C ,' , S .. s , I , , I,'.t r .S o, l i ::' :., ,: l ow .

1 1. "T ies fti-,Ii .-.. i .ucr pt," standards might specify
Ithi .. ,. 'r.t: I, tvipe. ., t ic percentage Of pag~es requir-
ing r:v; c:.; I . , ror, the :,:inber of errers per page which would
be accCe't : -, r I i;r required ,o comple te the work. At some

I evelS, t..:o nu(If m tmes an author or supervisor 11:2 to be consulted
m, cit se 2MCnr-tant.

m i I

T,pe-,,s-', pa es of mansript per day

S. I ,. :1...,- P,tT',:- less than 5% of the pages because
:I t~ ctf e-'rrorf

C< Cor;]etes final manuscript of less than

UV 130 , within two div. of receiving dilt

" ' . k- r I t, , , are an invcnt,;rv with a master
S:;' '2 , ', O error r'it ht be a useful

t. : r ;: . :,: required t co-,qt ruct cir c i
,. 7 "T. r the t Lrget resistance.

.;: ,-a. v t,, ::a i -r ti,.e, e rnight 1!:ive
. "i . . 1 fr r ,sio rv . ,.1i training

..-'Ill *..C ', j (ti)' t" ,i ~' p~t L t o i!

" -., , . ' . .. i d , v e , l e L e ,' , i '':~~~1 i r, i I :. ''' : ,. I recc'iv"." more weight

... 11c' ;,:: . . ,thtt r DEI 's. In other cases,
• ' ".' '."" " ' I ' hE;]'.] .' . . . ,, , ', it iS tvore difficult or

' ,d ,f . w ,'ij i ; i :

42
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Tie total weight of all the DEI,'s for a particular iolh i
at 100. Each DEL will be assigned a numerical weight, and t. weig'i)ts
will add up to 100. For example, if typing final manuscript Likes up
half of a typist's job time, that DEL might be weighted 50. That l avvc;
50 to be distributed among the other DEL's which make up the rest of the
typist's job. However, it must be remembered that time 2lone is not
the only criterion for determining priority point distribution.

One more step must be accomplished in the priority weighting procc,;5 .
Remember that standards will be listed for each DEL. Each of these
standards must be weighted with part of the points assigned to that DEL.
If only one standard is listed, it will receive all of the points for
that DEL. If two standards are listed, and they are considered equally
important, each should receive half of the points assigned to the DEL.
If one is more important, it should receive more points.

Let's go back to the DEL, "Types final manuscript." Let's assume
that we assigned three standards to that DEL: 1) produces ',O pI0 :; ',
manuscript per day, 2) has to retype less than 5% of pages because of

r, error, and 3) must complete final of 30 pages or less within 2 days
of receiving draft. Let's also say that we've assigned a weight of w0
to that DEL because it is a very important part of the tvpisL's job.

If -e then decided that timely response was more important than thc
pages produced or error rate, we could assign more points to that standard.

-. The total points assigned to all three standards would have to be 50

which is the point value of the DEL.

* Dominant Element

Types 50 pages of manuscript -er day U

Retypes less than 5% of the pages
because of error

Types Final Manuscript Completes final manuscript of less

than 30 pages within two days of

receiving draft copy .5

Example #4

ASSIGNING NUMERICAL RATINGS
0

In assigning numerical ratings, the rater must consider the er:iyl ,"
acievement of each standard listed urder each DEL. Itt L!al tflt ii

only one standard be considered at a imc, and that no con!;i 1hraLi o:1 ,.
given to the relative weight of thi i.dard at this point

43
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*"

,.::in a rating of 6 through 10 on each standard using the fol lowing
iL! ines:

o Mark (6) if the employee's performance did not meet this standard
,in: to lack of effort, skill knowledge, 3r ability. Ratings of (6) must
;-p -iutified on the rating form.

o Mark (7) 4f the employee's performance met this standard for

satisiactory performance; or if failure to attain the standard was due
primarily to factor7s beyond the employee's control which interfered with
at isfactory perfomance.

; o Mark (8) if the employee's performance exceeded this standard;
or if the employee met this standard under particularly difficult

-* circ stances that were beyond his or her control.

o Mark (9) if the employee's performance far exceeded this standard;
or if the employee exceeded this standard under particularly difficult

. rircumn tances that were beyond his/her control. Ratings of (9) must be
""...-. .tified on the rating 'form.

- ."C Mark (10) if the employee's performance so far exceeded this
-sincard under the most difficult circumstances that special, official

rc-o,.;nition is deserved. Very few individuals should be considered for
this rating. Ratings of (10) must be justified by both the rater and

r,'
'
i (,we r.

04
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Multiply the rating (6 to 10) given one each standard by !,w:, r

of priority points assigned to that standard. Record thi ;

product) in the last (far right) column of the rating for!:. A<d :' :I

the point figures in the far right column, and record the total in the
, block provided in the lower right hand corner of the form.

As a check, the total points for any rating will be tbetweon 600 and

1000 points.
~~TO ,AL S

PERFO.MANCE POINT rs A tOtilAL

P R C) I T"

POINTS I> r zt) !": " ~ r ... "+++I+ f
-4 C M - CnZ *. .'Li lo W

10- 70

152

25 200J

7 jr

86

10 s

13

7 

9

5
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Ck I ' A C'? A)ET! T'.. I ':ANT...... N'S AND STANDARDS

i-; tihe ro.pon,-ibiitiy of the F.eviewer to check each wori plan
. .q~ :: i tt'd by the :mplov ';ee to instire tLha - 1) the appropriate work ictivie!;

arC I ;;ted as DEL' q, 2) the Stand!ards are appropriate for both the indi-
vi(ial and the organiz ational re'lii-rtmrients, and 3) the designated criti -al

,meut.s are ai)propr iate.

,... The reviewer should also in-ure tat the Dominant Elements and
"<,adards are correctil- written. The following list indicate some of

the requirements for good DEL's anrd standards.

Dominant Elements:

- !;hould reflect a specific job requirement which has ni
,cuLcome or result

- indicate what the worker actuallt does
- should be sufficiently descriptive so that the reviewer

knows exactly what is meant.
- should be written clearly and concisely
- :-hould contain an action verb and a noun

Perfrermance Star,! rds

- .,hould be consistant with the grade level of the position
- relate to s:ecific Dominant Elements

- inicate tht. 'inimum acceptable performance
- ,hould lb( bl or th'.':,rvable
-- :ire u;iall, eX-.re-sed , terms of quantity, quality,

m i;,, , r 1",--c avi,,r such as courtesy to the public.
- shotld be . tt u e ai.-r. concisely, simply, and under-

an da' 1 "-

-. ''.: ,', phti:- ' , :, .!., , . . . 'i, 1 be aq nuabe r , I; ah: s

i i , : - :. ,, I :.nt t e sxnir , i-

V. .: ' .,'.,'a :n a.. rh ne :ft- to te que), i~c ..

SI~ rI , . ",-,,, c:' r : r.'.or canrnot agree Lai o'it' ,- :,.

,, ; , a,, rev i,,wer wi 1 1 yak,' the
1.... . ..
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4) The reviewer will check the %4ork plan to i; r:-

a) it is indicative of the actual job
b) it will meet the requirements of the or .anization

and the individual

c) it is written in the proper format

5) If the work plan does not meet the reviewer'!; critcria,
* - it will be returned tc the supervisor for r,:wconpls--

ment
6) Once the work plan has been reviewed and acropted, 'he

employee and supervisor will each keep a copy and the
reviewer will send another copy to the CPO

7) After approximately one month, the supervisor; will be
notified that an EBO rating is done. The sul~'ci.'i:; r
will complete the rating.

8) The employee will have an opportunity to co~ment , th..
rating using measurable and objective justifiction
support any disagreement.

9) The supervisor will then have an opportunity t, ihmnvi
the rating or comment on the employee's d.,a;rcc:nnt.

10) The rating -is then sent to the reviewer for review and

substantiation of all ratings of unacceptable and
outstanding

11) The reviewer will then send this rating to the C1FL0

CONCLUSION

The keys to the process of this appraisal system are: 1) real
cooperation between the supervisor and worker in completing the work
plan, and 2) dedication to honesty and openness throughout the appraisal
process. If the system is given a fair try, we can expect an improve-
ment in morale through recognition of individual responsibilities Md

- expectations. This system can benefit you if you let it.

0
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r1 s s r oot, : c l a). ! f g ra.. ,,i n s p i. L) t~S

1 'a 1,, e.' ch -,'o s grades 1)rosecutCS

act "It, e!; compIt,:; grafts protects

adapt, cL I, groups proves

d aed ress cl 1 ; gr inds ;) ans

advi;es dlosk' a". gears plots

Salters dei n,[1tes goes publicises

-. :. .... .. , de" . v 5 ; guards p romo t es
, snort :0e dsc r- ihts guides patrols

ana a,1,,z es di st r i bites guarantees processes

appoints disapproves greets quarantines

.1a:sembls dovogr:oes hauls qualifies

.: Q 55 e0 s disbu rses heads quaitifies
assins disperses helps questions

"-di c dispenses holds researches

dL rs document ; hand les rations

C:, dOWi dges determines interprets relegates

d m11 in i st ers de fends improves reads

- aP d''It: deduct I p mparts r igs

-e t et: " tS insists refers

C7 0- 11 Sde ta ns I i. t ia tes rakes
-" ,ar:ranges det r -iplants retains

" .t t a di re-t :i n ncI u des rewards

::l~1,,1Sce. ijos,,l up:; manag-es revises

,cc r Ii i;ces d :. :r ;,s makes registers

. I,,lat es deals mops reviews

.,t horizes dismant l es motivates requests

i , d i Iates del egates mixes returns

admits drawn monitors relays

i sOs 'ep ovs nai ls releases

., d isIt ms names receives

LYu, e:<am1 nes n1 r rows runs

r .tac'ts furz i (ns nurses records

f -- notes recruits

-or i " ies responds
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shut s
Ships

-~ slices
- settles

sat is f ies
L ~. services

Sol icits
s igns
sends

K.. travels
takes

- tags
- tastes

tears
teaches
times
tours
totals
trains

* tenders
tests
testifies
transports

* unifies
* uncovers

uipgrades
* utilizes

varies

verifies
watches
writes

- . works
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EXAMPLES.

Performs Liaison with Host Chief of Supply 10

Insures proper control of items requested with 2% error rate. 5

Insures issue of equipment upon receipt with 100% accuracy. 2

Requests follow-up action on over-due equipment with 1% error 3
iate.

-" Manages Off-Site Tape Storage 9

Maintains 98% accountability for all tapes stored off-site. 2

Maintains 100% accountability for all tapes received from 2
other sites.

Rotates 100% of the off-site magnetic tapes used for backup. 5

Monitors On-the-Job Training Program 60

Ensures entry of at least 95% of eligibles into training. 15
* Ensures 85% of eligibles enter training within 2 wks of arrival. 40

Ensures 90% of trainees complete OJT within the regulation time 5
limits.

. Prepares Recurring Reports 30

Compiles data with 95% accuracy . 15
Submits reports within established suspense 98% of time. 8
Less than 5% of reports returned for format or content

- errors. 7

. Maintains Currency of Telephone Pyramid Alert System 35
- -. Alert initiated within 5 minutes of notification 95% of 5

t 1me.
Notify 90% of personnel within 30 minutes of initiation. 15

Final acknowledgement to Command Post within 45 minutes in 15
100% of cases.

ST ires 20

"-,I rics set of r irc,-; i thin . 0 niniirc:; 07' of jobs. 10

s. s than 5% of ( ,;? nr,; it or (1 I nat)Ie attentio ,. LO

'crc:A i'. H fnts; in (>.it';i1 1,i';p,,.' 80
" f ,0, pi,'t i ('lit 5 p{vf ll '.i en . I :i ft 10

m. n rr i a r v i ~ ,i ; :, u a , ' t c .; .; 30

50
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Performs Routine Vehicle Maintenance 60

*Completes 90% of jobs within time standards. 20

*95% of jobs pass quality control check. 25

*Requires assistance on less than 5% of jobs. 15

51
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INTRODUCTION

Every position authorized in the Air Force is there because some
* specific work must be done. When all these jobs are done properly,

the Air Force mission is accomplished. The best way t~o be sure that
employees are performing satisfactorily is to state the work require-
ments of each position clearly and then rate the employee against these

* standards. This handbook is designed to help you accomplish both tasks.

Specifically, in the next few pages we will discuss:

o Identifying the dominant elements (DELs) of each job
c Stating performance standards for each D)LL
0 Identifying the critical standards of the job
o Assigning priority weights to DELs and standards

- .o Giving numerical ratings
o Determining total points for the rati£ng
o Documentation of performance

*o Post-rating procedures
o Guidelines for assessing duminant el-cnents and standards

The main feature of this Civilian Appraisal Program is the coopera-
tion between the supervisor and worker in describing th odtr It>

Dominant Elements, setting standards, identifying criical standards,
and assigning priorities to each part of the job. TIf this system is
applied to the best of everyone's ability, many benefits can be realized.
Supervisors and workers will have a clearer understanding of what is
expected of each worker and of which parts of the job are most critical.
Much personal opinion will be removed from the rating progress, ensuring
more accurate ratings and making it extremely difficult to give people
ratings which they do not deserve. With clear standards understood by
all, disputes over ratings can be resolved more fairly.

0
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- . A bDoin~t E'lemeiit (DEL) I major duty, work activity, or set of
i!-'. L:rrelated tasks ne.wssary for successful job performance. Dominant

"'1 -rc,:!nts may be either recurrin ; duties (e.g., typing letters, repairing
I,-It e: e (cb.I Lungines, etc.) or one-time org...-izational objectives (e.g.

. r,.iintitlg the offic-e, pl.nning the base CFC drive, etc.). The DELs
!) shouId reflect Qiv the actual job to be performed during the rating

2d, ) shud b, wr-tutn i"n a clear and concise manner, (3) should
: lude si" ,ppropri It n u.n and action verb, and (4) are relatively global
2- .- iatrc. tSupervisor.s ind workers should cooperate in stating each DEL

dfS CLU.esr 1y aIs p os- e.

.;t.- t .nt of DEL-; should ,e simple enough to make sense to a

,,,-.en whu is not F:1.miliar with the job. They should contain an action

v to clarify w t I'a, ;lone. A list of sample action verbs is furnished
r: i nint 1 t, 1 " Handbook. The final list of DELs for a job

7::..t t]:t lhe work wtt:ally dione by the employee during the rating
* .,:tod. Lnlcss thu Virk plan--the complete list of DELs, standards,

46-t ical .. tandards, and .TAghts--reflects what is really being done,
..........t:. . of itte ''loe.

I'L' lok at some sample DELs and see whether they're suitable
-. " ,. r p : r os e

0 Suppose a worker claims that a dominant element of the job
-hul d be expressed as "Types." Types what? This statement is so

broad that it really doesn't tell us much. To be useful, this should
be iarrowed down to "Types letters," "Types final manuscript," or
"Types reports." On the other extreme, a statement like "Selects
he proper size paper for typing letters" is too narrow to be a major

part of anyone's job.

a ril :r, inuscripts

. ' 1,l ,t .,, art out with "inventories equipment."
.:)- i. )r Jni . t,- road. ]I the supervisor and worker

th i : ent , and if they can establish a standard
.O . - '!- DEL turns out to include tasks such as physically

, . i, . .t, omparing with a master list for
t:: 1W IT ,s :;h0rtages and overages, then the DEL is
r, In, . ' K" ,aks shruld probably be listed as a DEL.

..- - -- ..........

. . . . . . . . . . . . . . . . .. . . . . . .
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o Supervisory personnel may produce DELs such as "Supervises

slbordinate." This DEL requires a breakdown into more specific statements.

Stating tasks which don't involve physical products or actions poses
special problems, especially when standards must be determined.

S P RF0RMANCE STANDARDS

Performance Standards are statements which identify, to the greatest

extent possible, the required levels of work necessary for acceptable job
performince. They are used in determining successful accomplishment of

the Dominant Elements (DELs) and, like DELs, should be determined
jointly by rater and ratee.

Performance Standards have three identified levels: Marginal, Fully

Successful, and Outstanding. Failure to achieve at least the Marginal

level results in unacceptable job performance on the standard. Fully

Successful is the level at which a productive, conscientious worker is
expected to perform. Performance which so far exceeds Fully Successful
so as to be deserving of special recognition is identified as Outstanding.

Performance Standards must be established for each DEL. There is
no limit to the number of standards which may be written for one DEL.

However, DELs should not be broken down so much that the standards become
- trivial. For example, it is not necessary, when describing a typist's

duties, to include items such as putting the paper into the typewriter.

Performance Standards are, to the greatest extent possible:
(1) Measurable, (2) Observable, and (3) Reaslistic.

(1) Measurable - Standards should tell us how much, how many,
how fast, how accurate, etc. Standards stated in numerical terms tend
to be the best type for this purpose. "Cleans three offices per day"
and "Attends 95% of Division meeting," are examples of measurable

standards. "Types memos" is not a measurable standard. How many should
be typed? How fast should they be typed? How accurate should the typing
be? For a standard to be measurable there must be a level which has to
be achieved.O

(2) Observable - If there is no way to know if the measurable

level has been met the standard is of no use. There should be some way

of actually seeing if the standard has been met or have some kind of

record system which documents performance. For a traffic cop. "Is
courteous to motorists 95% of the time" is a measurable standard.

"S However, when the cop is dealing with motorists he is usually alone.

*i Therefore, the standard is not observable. A better standard would be,

"Receives no more than two complaints per month from motorist.s for

being discourteous."
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!3) !Re,t I r l- ta rd bay , :.ea:uralle and bse rvb le
but - it is not prac t :c'CA tor u meone to measure or ol '-vre that standard,
it is unroalistic. .s 50 wurds per minute" is both =asurable and
observab I. However, ';iice Lt is impractical to stand over a typist's
shoulder ith a stopwath, it is not a realistic standard. It would be
aore rcs 1 st ic to ,,se "Cmpletes typing assignments within one working

*f -ec, itr':-ving them.' as a standard.

Also, for an Out;tinding level to be realistic it must be challenging
but ltt'Jinable. If a lcvel is set so high that it is impossible to
:i,:hiuve, then it is of no value. It is best to stay away from terms
.;uch as never and always. "Is always prepared to answer questions at
a:,.etings" {s an 0,%ts t:nding level performance standard. Buit since it is
)ra-ticalilv impossible to alwaysi be prepared, it is not a realistic
s'xuviJa rd.

It is suggested, when developing the three levels for each standard,
tiiit tih- Fully Successful level be identified first. Fully Successful

'ItVels tcnd to be the most easily determined. From there it also
Sbeciies .-isier to determine Marginal and Outstanding levels.

4t s con.-eivah~l. for a standard to have only one level. It may be
i .ces ;s0ry to require 1,0% efficiency to ensure successful job performance.

Wt' d he, a job where classified material is involved. Failure
to -;af;:ard this material even oLnce could result in disasterous conse-

ueO:.:, and would therefore be aoacceptable job performance.

' ,;ince in almost all of these cases a productive, conscientious worker
Would be expected to perform at 100%, it would be the Fully Successful
..vel. Lt should appear as a Fully Successful level on the work sheet.

No other levels are required in these special cases.

*-. in suary, perlorrmance stadards identify the required levels of
w7r,!r'- necessary for acceptable job performance. They relate back to the
IDnnt: l .iements and, like the DFLs, they are determined jointly.
itaodars ore jidentii ,_ on thru:e levels: Marginal, Fully Successful,

,-Otu and ic1P. i-.r, is no ri it to the number of standards applying
a pna2t.cil.r i-. :;-4.ver, - :andards should not be trivial. They
S1,! :isurth i ,:,e'rao V,, blend realistic. Properly developed

' Ire W( . we t, i:- *u> ,o .f frt required to be put into them.

, a(k to or ypt '-p u , appropriate standards would look

0.:(

S.

I- .£ ->Z<."""" . - - •. . .



1 Types final manuscripts

STU.-

Returns with no more than 5 errors per 15 pages

Ci O.NE. FULLY SUCCESSFUL

jCPI1TCAL Returns with no more than 3 errors per 15 pagesP" .TCL Re u n i h no m r h n 3 r o sp r 1 pages
' " • "NOT

CRITICAL

S"OUTSTANDING~PRIOR-
ITY Returns with no more than 1 error per 15 pages

:)EL NO.

I"" Same as above
;TO NO. MARGINAL

Completes manuscripts within two (2) working days of receiving assiqnment

.-. "rCK ONE 
_ULLY 

SUCC SFdUL

-C ITICAL

--O T AL Completes manuscripts within one (1) working day of receiving as_i:.:-ont
:" ''"-M- OUTSTANDING

~ITY
POINTS Completes manuscripts on same day assignment is received

CRITICAL STANDARDS

A critical standard is a performance standard which is sufficiently

important in terms of time spent, consequences of error and/or other

factors affecting organizational outcome, that less than marginal per-

formance of that performance standard results in unacceptable overall

job performance. In other words, less than Marginal performance in a

*O critical standard will result in unacceptable overall job performance

regardless of performance in other standards.

Critical standards will be determined jointly. However, it is the

. - responsibility of the supervisor to ensure that critical standards are

selected because of their, importance to the mission of the organization.

* Ratees must be made aware of which standards are critical at the begin--

ning of the appraisal period.
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It- is important to remwinber that critical standaeds are the most
c:ruc jail a,,pects of the j(1b. Failure to-perform up to at least a Marginal
level on these standards is cause for removal or demotion. Fully Success-

fulor venOutstanding performance on the rest of the job cannot and will
* not compensate for unacceptable performance on any critical standard.

Every job must have at least one critical standard, otherwise there
*is no Justification for tlhe existeonce of that job. Critical standards

are usually determined by cinsidering the i-Mportance of that duty to the
N mission of the organization, the difficult or complexity of the task,
* or proportion of time spent on the task.

Critical and non-critical standards are indicated by marking the
appropriate box on the work sheet. Let's assume that our typist spends
over half her time typing manuscripts. If she is behind in her typing,

* a great bottleneck occurs. For this reason this part of her job is
critical and DEL 1, Standard 2, would be marked "critical." It would

* look like this on the work sheet:

L Sa-ie as above

Co'_r1ieteF manu7,cripts within two (2) working days of receiving assignment
.. KONE F 'ILL'f SUCCESSFUL

/CR TIC L

RI C AL I~n~ee manuscripts within one (1) working day of receiving assignment
T_ _ yuTSTAkNOING

IIN

POI Cr'mTpletes manuscripts on came day assignmnent is received

PR {JRTYWEIGHiTING

Not e-.very DLT will he of e~pial imnportance to the worker's job
* ~ rr~rm~mv-n The suevio and worker should agree upon the relative

)'~h f ueach DEL. 1n :onem(!a;s i DEL will receive more weight
Si~t is riore t imle (-0nst;11iig tha,.n o her DELs . To other cases,

P)1:1 may he weighted mDOrk heavily ecueit is more difficult or
*corpiext *han other DELs. The dtercvt,,nation of priority weights is

up to t-he ,.upe rv isor :ind w'-rker iri cnll1 aborat ion.

* .i'jlr r I -i pa,; r~... r. c ular ;ob wil e

.. . . . . . . .. . .wv. i cail wc I gliL , aind tue 1e i) Iht

11;......................... if) 10() Fn final manuscripts tnkes up

"0

*
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hit )f a tLt; job time, that DEL might be weighted 50. That
];Ivt.S 50 to be distributed among the other DELs which make up the rest
or the typist's job. However, it must be remembered that time alone is
not the only criterion for determining priority point distribution.

One more step must be accomplished in the priority weighting process.

Remember that standards will be listed for each DEL. Each of these
standards must be weighted with part of the points assigned to that DEL.
If only one standard is listed, it will receive all of the points for
that DEL. If two standards are listed, and they are considered equally
important, each should receive half of the points assigned to the DEL.

If one is more important, it should receive more Points.

Let's go back to the DEL. "Types final manuscripts." Assuming
that the typist spends at least half of her working time typing
manu ,cripts, we will assign 50 points to that DEL. Let's also assume

that timeliness is more important than quality. We might therefore
assign 35 points to DEL 1, Standard 2, and only 15 points to DEL 1,

*O Standard 1. The work sheet would look like this:

" Types final manuscripts

* 1Roeturns with no more than 5 errors per 15 pages

N1EC NE UJLLY ~c~sU

. T -,,oR -turns with no more than 3 errors per 15 pages

IjT ST A NO0 ING
P ,0 oq.

I,' :,,turns with no more than 1 error per 15 pages

Hmon &cripts within two (2) working days of receiving assignment

.. I C ,;mpletes manuscripts within one (1) working day of receiving assignment
, tIsT A 0IN

P') :'p"Ltos manuscripts on same day assignment is received
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RATING INSTRUCTIONS

When rating, the rater must consider the r.t,:'

each standard under each DEL. It is essential thait ,'u.J y S, :.,:sri b,

considered at a time, and that no consideration be Jven to th, r<.atv,

- weight ot the standard at this point.

Ratings range from Unacceptable to (elt t',-dinP , wi t h ;rrer

numerical scores ranging from 5 to 10. e fYI )Lowing ;iould b, -. , I;

guidelines in determining ratings:

o Unacceptable (5) - ratee's per Lor;ntn,:e Iid :io t rc t-. -,rg i0 0.
level of performance due to lack of effo.lt, ;kil! .'i,.dI',e, or :fy
Unacceptable (5) ratings must be just-ifi d on K, r.t :r,; foil.

o Marginal (6) - ratee's p.rio !.2 ,;::L , ; .,- ,: .:. -il },i , ,r

failure to meet the Marginal level was .,ut. ',v,:j tho .

control.

o Successful (7) - ratee performanct: wins .,.sfa:tory brtt.illed
to achieve the Fully Successful level LW-tcasu of -.. &per one

similar factors. May also be used as an incenltivLU Lor rtccs ,,o r,ve

worked hard and are expected to perform bktter iit the future.

%- o Fully Successful (8) - ratee performed up ?o e:pecator-s as a
* productive, conscientious worker and achieved the Fully Successful ievel

for the standard.

o Superior (9) - ratee failed to reach Outstanding level of

performance but showed desire and initiative worthy of recognition.

Also used if failure to achieve Outstanding was due to factors beyond
the ratee's control. Superior (9) ratings must ht.ju sfied on the
rating form.

o Outstanding (10) - ratee achieved Outst:inilrig level of performance
and is deserving of special recognition. Outstandi.ng (10) ratin; "-is"

be justified by both the rater and rev,.wer.

COMPLETING RATING SHEET

Fill in the DEL number and standard i,ubcr ior ea,h stand-rd.

Then list the actual level achieved. if th i r: ,i?,.ived rl,e 1111 i"

Successful level then fill in what that leve .,'is. >x.tt, fi.l i'. t.

priority points given that standard -1td ,:,.' . r Ko ti :, I
was critical or not. Finally, check tiho:.. .i, ci ilr.A r ,.

ruriorical rating, 5 through 10, given to th rare

To get the rating score for a .s tanard mul ii, ., p;A,,";iv
P-117 t . ,; the nimerical rat ing. 1' i - . .

ric :tr right. The total score i:, ,ierrv,. . .
.he Lbxf-s on the far right.
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-C... ', i, is what a pirtial score for our typist might- look like:

T1 0D PRIOR- S --

" O. .STNOACTUAL AC 4E1Vd MENT 5ITY 6 7 9 10 TOTAL

rrr 1 per 15 manuscripts.J 15rV 1pts'5120
w.. cri:i C-d-Us o n smeiF - ....

.. fass-i, ment was received. 35 L / 245

CRITERIA FOR ADEQUATE DOMINANT ELEMENTS AND STANDARDS

it is the responsibility of the Reviewer to check each work plan

submitted by the employee to ensure that: (1) the appropriate work
activities are listed as DELs, (2) the standards are appropriate for

both the individual and the organizational requirements, and (3) the

designated critical standards are appropriate.

-* The reviewer should also ensure that the Dominant Elements and
Stuiidards are correctly written. The following list indicates some
of the requirements for good DELs and standards.

Dominant Elements:

- should reflect a specific job requirement which has an
outcome or result

- indicate what the worker actually does
- should be sufficiently descriptive so that the reviewer

knows exactly what is meant
- should be written clearly atid concisely
- should contain an action verb and a noun

Performance Standards:

- should be consistent with the grade level of the position
- relate to specific Dominant Elements

- indicate three (3) levels of performance: Marginal, Fully
Successful, and Outstanding

- should be measurable, observable, and realistic
- are usually expressed in terms of quantity, quality,

t.imeliness, or behavior such as courtesy to the public

- should be written clearly, concisely, simply, and under-

s Landab ly
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POST-TRAINING PROCEDURES

After completing the training, there will be a nioumber of thing:;
that must be accomplished.

(1) Each individual must meet with their supervi:,or (cmploye.-)
and complete a work plan.

(2) This work plan must then be sent to hi.' :;upcrvi.or' ,
visor or reviewer.

(3) If the employee and 6upervisur CaILnot ren o r of or :or(e
aspects of the wcrk plan, the reviewer will make tL. final
decision.

(4) The reviewer wil, check the work plan to ensure:
(a) it is indicative of the actual job
(b) it will meet the requirements of tie organization

and the individual
(c) it is written in the proper format

(5) If the work plan does not meet the reviewer's criteria,

it will be returned to the supervisor for reaccomplish-
ment.

(6) Once the work plan has been reviewed and accepted, the
employee and supervisor will each keep a copy and the

reviewer will send another copy to the CPO.
(7) After approximately 1 month, the supervisors will be

notified that an EBO rating is due. The supervisor
will complete the rating.

(8) The employee will have an opportunity to comment on that

rating using measurable and objective justification to
support any disagreement.

(9) The supervisor will then have an opportunity to change

the rating or comment on the employee's disagreement.
(10) The rating is then sent to the reviewer for review and

substantiation of all ratings of Unacceptable and
Outstanding.

(11) The reviewer will then send this rating to the CPO.

CONCLUSION

The keys to the process of this appraisal system are: (1) real

cooperation between the supervisor and worker in completing the work

plan, and (2) dedication to honesty and openness throughout the appraisal
process. If the system is given a fair try, we can expect an improve-

ment in morale through recognition of individual responsibilities and

expectations. This system can benefit you if you let it.
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DOCUMENTATION OF PERFORMANCE

Since justification is required for ratings of Unacceptable (5),
* Superior (9), and Outstanding (10), documentation of ratee performance
* is very important. Records must be kept on all ratees due to the fact
- . that keeping records on selective persons would be discriminative.
*Paperwork should be kept to a minimum but accuracy is important.

The amount of paperwork involved will depend upon the Standard.
For example, if a Standard level were "Receives no more than two complaints

*per month," mnthly records would have to be kept. If it were two
complaints per week, weekly records would be necessary.

It is importpant that these records be accurate because they will
be used to-document and justify both exceptionally good and exceptionally
bad behavior.
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,-,d .. i es ;nthi r s pI oposes

.1 Cl. iri f es gr ants proofs

cks grades prosecutes

pe s grafts protects
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.Id1tl ,* defines grinds plans
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"alurs; documents handles rations
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0. -

shuts
ships
sl ices
set ties
sat 1sf ies
servi ces
sol icits
signs
sends
travels
takes
tags
tastes
tears
teaches
times
tours
totals
trains
tenders
tests

* testifies
transports
unifies
uncovers
upgrades
utilizes
varies
voids
verifies
watches
writes

* works

65

S. .



WORKPLAN
(job Performance Evaluation System -JPES)

NAMI F~ PATJ F SSAN DUTY TITLE RANI A O SEIE, GADE

NAMF OF PATFP SSAN DUTY TITLE ORGANIZATION SERIES. GRADE

INSTRUCTIONS

1. Dei, Dflionrt ElementI.
C. hecik if Critic al or Non-Critical.

1. D,-i- Statndard or Standards within a Dominant Element. If there are multiple standards for a dominant element, define the
ilimanant vlamejit only once and in the dominant element blocks which follow, write "See Above."

1. Assign'I Priority Points for Each Standard.
Addt Stiaidard Priority Points to get Total Priority Points for each dominant element. Write Total Priority Points for a Dominant
FtIeht.. nt inly uni v in the space next to where the dominant element is defined.

* . Re1 ,iI Stcti'; I thru 5 for each dominant element. The sum of Total Priority Points should total 100.

* TOTAL PRIORITY DOMINANT ELEMENT
CRITN-RIC

DOMINANT ELEMENT NO-CITCA

POINTS
FOR
IT ANOIARO < FULLY SUCCESSFUL

a
z
I' SUPERIOR

-* TOiTAL PIRIORiT Y DOMINANT ELEMENT IOnCRITICAL
POIN rS FOP T H 11
DOMINAN.T f LEMENT NON-CR IT IC A L
PRIO RITY MANGIINAL
PONT1.]

-. TA NOLA R[) FULLY SUCCESSFUL

II SUPERIOR

TOTAL PRIoRITY DOMINANT ELEMENT 1  
CRIT ICA L

POiNTS FOR THIS 
NNCIIA

D)OMINANT ELEMENT N 0I- I CA
PPIOPtTY MARGINAL

* POIFQ:

'AiA RD 4 FULLY SUCCESSFUL
In
z

c SUPERIOR

TOTAi rPPIINITDOIATEMNTCTCL
POINTS VOP T HIS RTIA
DOMINANT FLFMF NT NON-CRITICAL

rj NIN T o
T.114. 4 IFULLY SUCCESSFUL

-')114 1)14 T H',1L CRITICAL

M-NA~r1 7 F1 NON-CRITICAL

Fll? 1ITYMA P(INA L

hO' ~I FW LY SUCCESSFUJL

'Aj PE F41OR

* Iii~ViDOMINANT ELEMEN CIIA
F ORPHI

)MINANT ELFMFNT NON-CRITICAL

I(, T MAW,,INAL
"N'

A' ~ .4 FOlL L Y SUQCCESSFUL
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0 :.rAL PF41ORITY DOMINANT ELEMENT I iCRITICAL
Ir)N 'r ON TH NON-CRITICAL

* )I MINANT FEIMW N TT

IciF, I T A 1 M RI NAL.

AWIN' 11 ix SUC CESSFUL

DOMINANT ELEMENT I[CRITICAL
I L

NON-CRITICAL
MII .N~ - N'

A N P! 4 FULLY SUICCESSFUL

D lM I P A '4T F- LF Mt N~ [1] NON-CRITICAL

IRIOFUT AFrINAL

TASUN TAl r-ULJLY SUCCESSFUL

t-- "lJPERIOR

TOT; QT DOMINANT ELEMENT ECIIA

OMm, NA [ NON-CRITICAL

P1-',,,. MAI .IRAL

S' A'A r. LJ' CCESSFUL

DOMINANT ELEMENT [CRITICAL

M__ A [7'' NON-RITICAL
MAPF] MAR

1*4-

A" 1, . FOLLY ',ICCESSFUL-

* ~-'-fr DOMINANT ELtME4,-]RTIA

*~ .M N~. rI MI- []NON-CRITICAL

* - - - jMAFTUINAL

* 4 - UL" tIUICCESSFUL

TiIj P': RIOR

DOMINANT ELEMENT
[CRITICAL

TM l[NONCR IT ICA L

MA RGINA L

I r,-7, L Y TI'JCCFSSFUL
0

-('UPFRIOR

-- F D1 FnATE SIGNATURE OF RATEE DATE

IAA *It~ 'FVfEWFR SIGNATURE OF REVIEWER DATE
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NAMF Or RATEE SSAN DUTY TITLE ORGANIZATION SERIES. GRADE

14AKMF OF HATER SSAN DUTY TITLE ORGANIZATION SE'RIES. GRADE

WAMF . RFVIEWER SSAN DUTY TITLE ORGANIZATION SERIES. GRADE

OVERALL RATING AND JUSTIFICATION

LINACCEPTABLE 7- MARGINAL - SUCCESSFUL 7] FULLY SUCCESSFUL [E EXCELLENT ESUPERIOR

I -' C' , NI';' A T LJ R F

RATEE'S COMMENTS

hA IF. E' . ;IGNAT URF

RF VIEW

, AE P '
,  

!,NATtiJ 
r
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%ppendix D: Sample Appraisal Form (AF Form 1282Y

"N~T(7 10 1. 1OR Pit R l )I irtNSIRU( IONS 11W P.%UU II
fli supeisis. . stild 5.11' outage c i ii lysr t,i (attiite ill file is- iainIt -cls% 'iS ri m t~ i I ivit-qi tlw tin i fitlte

peeote nt or rte w ork PI~ t Job Pet forttsjne I lenien ts atud I'e ti irilce Approval of tile teyssS I -l 14 1~ lie slipe:vi-I 1itii st I, Ictilii ii it
Staiiard I lctriint mnust itlect ttte actualI work to be perfoirmeds datring tile crilpliryce I- XCI- I Il 1). Nil I . ot Itlhl N(I I %I I I I 11wfv r... rctrii 1,
file Appraisal periodl. and the petformtance standards must be wIittn at a if the standards. atid then Octck the appioiriic -eisini in Piit t IIll4 level which reflects satisfactory Peformance. supervisor inust then enter in Pirt III a brief cittirlient c~ntiiper

formance on5 cacti Jib Perfoirmance I-lenient in vi pllit .I til)OfI
Joh Per fisristiancr terrents 'nay be writ ten u sing either the line entry M!- I'- or -EXCLII 1) Ii ev .1I( itsiIt all reqi lie lii 1Ile %lI f F" I-

mnethod of the wlotial category rneliod. but must be numbered con- comment, "Employee miet all requirtientA" it sutlisiteni
secutitll tn eiher case The line entry inelliid requires that in elemenit
be wfltten as a one or two line phrase. I he functional Category Miethiud All of the Job Perforimance I lements evaluiroms then detetimine tile
inay be used when a number of subeleitients can be clustered under Overall Performance Ratino.li be asitinei. is Inidicated in the Ovnerall

* - afunctional ?leading tuds at: Admntratiorn, Coimmunicatiosn. Direct- Performance Rating Scale shown below.
Ig, Planning, Maintaining, Repairing, Suppl itig. etc. If functtotial

categories art used, the subetements may be written in narrative style OVERALL PTIRFORMANCL RATING, S( Al IV
or line entry formtat wIth further numbering of subelensents under each
functional category SUPERIOR Employee esceciis the perlisricianc requiteiments oh -all

the job performance elements of the work plan
One or more Job Pe.-formance Elements must be tdentified as critical.

A total of 100 Relative Importance Points mutt be dtstributed among EXCELLENT. Emplotyee meets the performance reqluirements
all elemrents (but nor sbeienenfej with at least 5 I points assigned to of all the job performance elentents oit chic work tflin arid excecdqtsh r ,,-

* - encrttcal elements. tormance requirencent cot the pob pertformanecel cimn is 55 ih ri eticc

If applicable. managerial and supervisory work Plans Must reflect a es 0 fterlt~ eih nIprac iewr lt

lob Performance Elemrents that indicate effort toward establishing FULLY SUCCSSIUL 1 tiployce tieets the perfurince requireinerirs
work plant and meeting affirmative action goals, and achieving equal of all the job performnance elemrents ot the work plan.
opportunity requirements. A suPetvivor's work plan should reflect re-
sponsibility tot evaluating a subordinate's job performance in a fair and MINIMALLY ACCEPTABLE: Employee meets the pcztotman,'e require
Impartial manner. Merit$ Of all Critical job pettotniancc etctien1% ot the w uk plum. bit s's,

not mreet the performance requiremuentsv of one or mnore nonscritical hurl
WIniten evaluating an emoye)e's job performance, ste following evalua- performance elements.

tion options will be used: I1) Employee DID NOT MIEET the requirements-olofi,
of the standardi. 12) Emloyre MET the requirements of the standard,; UNACCPTABLE: I rititwoye does nor rue-e rte reuuuiretis iii

or 13) Etmplouyee LXCELLi)LD the requirements of thle standards more critical job performiance clentents oh (lie work ptain

EMPLOYEE IDENTIFICATION

NAME Of EMPLOYEE M~ast. Fist, Middle Initial) J SAN RAEjBSERIES

*.Gilder, Raymond A. 987-65-_,321 GL 1 08.01
POIINTfaORGANIZATION OFIC s YMBO.L

General Engineer (Avionics) SA-ALC MR
REASON FOR APPRAISAL PERIOD OF APPRAISAL

CCANNUAL 01 OTHER (Specify) aRm T

1 Oct 81 25 Sep 82

VATS ELIGIBLE POR NEXT WITHIN GRADE INCREASE NUMBER OF EMPLOYEES DIRECTLY SUPERViSE:D

25 ov82NONE (Check block) CIVILIAN j ILITARY

WORK PLAN AUTHENTICATION
THE JOB PERFORMANCE ELEMENTS AND PERFORMANCE STANDARDS DEVELOPED IN THIS WORK PLAN ARE A RESULT tOF A

* .JOB ANALYSIS USING ALL AVAILABL.E SOURCE MATERIAL INCLUDING A THOROUGH REVIEW OF THlE CURRENT- POSiTi9N~
DESCRIPTION AND ANY ORAL OR WRITTEN INPUT FROM THE EMPLOYEE.

- - - - SUPERIVISOIR (Rang Official)
NAME. GRACE. DUTY TITLE :--ai'tE - . --. - -~DATE

DALE ARDEN, LT COL, UJSAF i v A
Chief, Techn~ical System3 Division 1 Oct 81i

_____A ____IEVIEWING OFFIC IAL
0 FAMI,_GRAD. DUTY TITLE SIGNATURE DATE

DAVID A. Ti-O'MPSON, GM 14 1 1
F-18 EFigivcerinig Branch Chi(:f o i > 2~"> ct t

______EMPLOYEE
SEIGNATU~RE CO I VK01Sienafu re of em ployeee o t I dicare ag eentroe s, cr ( duaequvent u I r h ri it rk p)an i'7 DATE

AF FO RM 1282 1AS.I t s P,- S
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PART - WORK PLAN PERFORMANCE STANDARDS

NUMBEn EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART I.

1. (1) Reporting objectives are defined and data sources identified in writing 60 to 90 days
after initial team startup. Evaluation techniques and checklists are written within 90 to
120 days after data collection begins. Ten to fifteen percent (by page count) revision of
implementation plans is allowed. (2) One valid complaint per ten workload assignments is
permitteJ. ':ew workload requirements are assessed for feasibility within 3 to 5 days after
they are identified. Workload rejections are justified within 7 to 10 days.

2. (1) Evaluation guidance given will be adequate for team personnel with 1 to 3 higher
level management queries permitted during the reporting period. (2) Technical assistance
given will be adequate to resolve technical matters for team members with 1 to 2 outside
consultations allowed during the reporting period. (3) Data trends are analyzed and
qualitative narratives are written once each quarter. Reports are due between the 5th and
10th day following the end of the quarter.

3. (1) Investigation is completed on 3 to 4 major problems each quarter. (2) Monthly
evaluations are submitted between the 3rd and 5th work day of the following month. Yearly
evaluations are due between the 10th and 15th of January. (3) One to three returns for
rewrite of letters and service reports is permitted monthly.

4. (1) MissL-ng one key meeting per quarter is allowed. Trip reports will be written 3 to 5
days after return from a meeting. Final meeting minutes are obtained and filed 3 to 4 weeks
following the meeti-ng. (2) Priefing material conforms to format and is submitted not earlier
than 5 days prior to briefing and not later than 2 days prior to briefing. (3) Requests for
data or problem researoh are completed 2 to 3 weeks after notification by supervisor.

5. A ccrrelating tnarrative completed 5 to 10 days after data analysis when both
quantitative and nuaitative datn are u.ted. Narrative rationale revision is permitted in
2 to A cares ,ut of each 10 submitted.

6. -Mjor r.-rit e t; next level te m reviewer of team evaluations is allowed in 2 to 3
eval-'.t ic:-. , of each 0 .vnitted.

7. Two to tkiree rough draft,; of monthly and final report formats are acceptable by higher
_..avcl reviewir, autharity priar-ta final .aCCeptmnn.

PAGE 3 OF 4 PAC.I.S
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.. PART III - PERFORMANCE SUf.STANTIATION AND OVERALL PERFORMANCE RATING

"f t e "Jph w ree't P*S , n ' ,ve I i-s lc . ents t e'd " \( " LL W 11 ." l ) % I t T in Iar 1 is erquired t,) Lubstrantiate s t, . ' e- fa .'/,
con loflljt. -hptiroye nei all requitrt.ents issIml#r 1nt w , -A K P " I,, is, h fAe 'lr any Jah P1,.i-sane, IjIem,,nr.

Employee met all requirements for elements 1, 2, 3, 4, and 7.

5. Correlation narratives were submitted before th; 3rd day in all cases with orly I
narrative revision required.

6. No major rewrites of team evaluations were required for 72 evaluations submittd.

V

THE OVERALL PERFORMANCE RATING (ds descrilwdin the rating scalel IS BASED UPON THF [MPLOYF E'S PEni OfIMAN, f
IN MEETING THE REQUIREMENTS OF THE JOB PERFORMANCE ELEMENTS

0 sUPaltlOM 0 EXCELLENT 1.1 SUCClES$IFUL j MINIMALLY ACCEPTABLE UNACCEPTABLE

EUP[VI$O~IRat-',Offic ) SGNAU .. .... . UAT 1.

EVIl[WINQ OFFICIAL SIGPIATUIEI.. DATE

.- MPLOYE SIGNATUN0 RKC9 T ACKI 4NOWLIEGEO (.1,gInfI1,,,, ni u ildki nI ... 11"CW'l n.Pit,,i0 ll l OATE

73

*. .- . .. . . . ' ° . " - " " ' " " ' '" ,L',' P " . ''" "..-.......................... - _. ~ . ' . '-." "..'' .'..!d;", "'.;.'- '. :O', U i'.f, isA:'z . A' ,



* . . .. .---.' - • . . --- . ..

'0

Ap,'-.ndix E: Work Plan Examples -A T,

NUMBER EACH JOB PER!OPMANCE ELLMENT ANDSSUBELEMENT U Z

CHECK CRITICAL On NON CRITICAL BO . OR EACH ELEMqENT .4
ENTER RELATIVE IMPOITANCE POINTS FOR EACH ELEMENT U u 0 0

LINE FNT!f JOB PT:UPOP,-MANCE ELE)INTS 2 0

Performs analysis of advanced laser systems. X 20

!,lnitors technical progress of contracted research and development. X 10

C'TorVtes a complex word processing center consisting of computerized set X 15

of cmponents.

S:pr-rises preparation of final manuscripts and is responsible for final
proof reading of the manuscripts and galley proofs.

Tnkes and transcribes dictation. X 25

Dezigns high-vacuum, pulsed power, and structural systems and components. X 30

Replenish stock in bins. X 40

IMonitors and updates AFLC master contractor address file. X 25

Posts stock list changes. X 15

Prepare equipment modification budgets and equipment replacement budget when
equiipment failure rates are placing weapon system support in jeopardy. X 5

Establishes safety requirements for all weapon tests consistent with
ground and/or air safety policy and directives. X 10

Develop analysis programs and data handling techniques to utilize computer
processing capabilities. X 15

Directs and monitors the fabricating, assembly, checkout, and calibration
of instrunental systems. X 10

N,-,, TIllS IS A COtIqDSTTE WORK PLAN OF SELECTED JOB PERFORMANCE

IZ EL TS .' P.ri T.[.0FYEE'S WORK PLANS. TOTAL RELATIVE
.IP~P f-'!::AT3 INi T:MT F-A>T'L ARE NOT INTENDY7) TO SUM

TO 100. t:U:ThQL:;G OF' T!!; ,."L 2ST, HAS BEEN OMITTED.

o- •

PAGE I Of 4 PA.1
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PART I-WORK PLAN JOIIPERFORMANCE ELFMFNrS

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT Z

CHECK CRITICAL Oft NON.CRITICAL aOX rOR EACH ELEMENT 0
ENTER RELATIVE IMPORtTANCE POINTS POH EACH ELEMENT. ; I

FUNCTIONAL CATEGORY JOB PERFORMANCE EIEMMTS AND SUBELEM rS L' Z '( 03

COO.-tDINATING: (1) Provides technical guidance to other DOD and gover,-ent X 1G

agencies. (2) Attends technical conferences. (3) Coordinates assigned
projects with other grtups within the division.

CLERICAL WORK: (1) Maintains appointment calendar. (2).Completes time cards.
(3) Prepares classif, ed material for des~ruction. (4) Orders blank forms. x 5

FREEDOM OF I TEOrRATIO1 ACT: (1) Receives, reccrds, and suspenses request to X 3-01
specify offices for action. (2) Monitors requests to ensure they are
prnrt within t.m- "'Jr;.t.. rnn,,r~r hy 1ai,- (3) Injq rnquQ ,+- tt

activities for action when necessary and notifies the requester of action
taken. (4) Sends recommendations for denial to HQ AFSC for final action.

CONTRACT MANAGEMET: (1) Monitors all phases of the O&M contract. (2) Performs X 4 5
Deputy Contracting Officer responsibilities. (3) Assists in planning and
monitoring Division budgets. (4) Acts as office chief in the absence of the
chief.

MAINTAINS EQUIP !T ACCOU[ITS: (1) Encodes AF Forms 601b for computer input. IX 55
(p 'nrmnq vi, lify rnnt-.e-nl nn3 ,cz,,pply Hr-,.unts- and. fn -.,al ra..c',d;

*3 Reviews changes to TAble of Allowance Authorizations. (4) Reviews
apolicable computer products. (5) Monitors out-of-balance listing. (6) Co- i
ordinates with Safety, Communications, Administration, Photography Laboratory,
and ADPE. (7) Ensures accountability of systems. (8) Initiates follow ups.
(9) Prepares and processes appropriate type of relief documentation.

PROGRAM PLAIiNG: (1) Reviews and evaluates AF, AF contractor, and DOE X 135
reports on nuclear weapon effects to ensure that the information in the
current AFSC 500 series manuals is correct. (2) Specifies and prepares
tc ical req'Jrcmirets in itatomnts A ...... k ...lu.t. contractor -
proposals for technical competence.

REPORTS STATUS: (1) Maintains project folder for each assigned project. ilO
(2) Preparesclosing action letters and test reports. (3) Provides accurate
written inputs for section monthly status reports.

NOTE: THIS IS A COMPOSITE WOPRK PLPJ; OF SELECTED JOB PF',.LL
ELE4MITS FROM SEVERAL z>TPOKZ'S WO1-T. PLS. 73TAL
RELATIVE IMPORTANCE FUET!.'- IN T=TD .,:AP:,E AP,, .;OT
INTDED TO SUM TO 100. NUM'F-RIN O~i ' UCT1CO4AL
CATEGORIES HAS BEF1 O,0MTIED.
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PART II -WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH P 'EF ORFAANC. STANDARD TO CORRESPOND WITH THE JOB
PERF ORMANCE EI MFNTS AND SUBELEMENTS LISTED IN PART I

EXAMPLES
LINE ENTRY AND FUNCTIONAL CATEGORY PERFORMANCE STANDARDS

__ _ J.N _E NTRY

1. Dictated assignments are typed within 2 to 3 days after receipt. Between 2 and 3 error'
per page of completed materials are permitted.

2. Documents are distributed 2 to 3 days after receipt.

3. Prepdres reports of findings 10 to 12 days after inspection. Takes follow-up action 2
to 3 weeks to assure correction of deficiencies.

4. Repairs are made in 5 to 7 days for in-house items and in 20 to 25 days for contract
rpai 7.

5. Gives 1 to 2 presentations on laser theory at professional meetings each year.

** i * ** ** r * -** *** *rir * * ** * **/ * ************ Ir/ i *t ** *** * *tir *

FUNCTIONAL CATEGORY

1. (1) Ten to 15 typing errors per 10 pages of typing permitted. (2) Completes manuscripts
of 10 to 15 pages in 2 to 3 days after receipt.

2. (1) Operational code proolems solved 1 to 2 weeks after problem identification. (2)
Documents new capabilities I to 2 weeks after implementation. (3) Decisions on new
capabilities or improvements documented I to 2 weeks after decision rendered.

3. (1) Computer security articles/bibliographies are scanned monthly to determine pertinence
to AFWL computer center. Briefs of pertinent articles forwarded to Chief between the 5th

..afcd- IOth oF tiie f w116wTiy- munth. (2) -El ter aU-re--50 r'v y- Ml1y -av-oftwa"- w Topment.
Briefs or negative report filed with Chief between the 5th and lOth of each month.
Technical reports received are forwarded to office of primary .responsibility between tne
15th and 20th of each month or negative report furnished. (3) Literature scanned monthly for
new hardware, networking development for potential application at AFWL with report or
negative report forwarded to the Chief between the 20th and 25th of each month.

4. (1) Corre.-t' y .pecifieo equip';.tH rtL uired for experilnents with I to 2 minor trror,

perm1itte'J per year. 2) Notifies t!:,i l.,:nance monitor or supervisnr of malturictionig
equipment witnin 24 to 48 hours of discovery.

5. (1) ;,intalns onle 4erorirn l tuid r pr iiplOyl-.. 1Z) Lcu1Ilents initial Job SatuLy
Trdlniriy un AF Form 9/1 fur eaci uLo puy,_. loiplet iriq Lte training. Uri tu twu OflSSiUr,, (if

training entry permitted for all t(JId,,r", ,uintaliried. 3) Conducts and Iu~uuwei LS d muiit.tly
staff nieetinj. Report of me:tiny torwarded to the Chicf between 15th and 30th of each
month. (4) Posts any disciplinary (.Lioi un an employee's AF Form 971 in 5 to 10 days .ftcr-
incident. Cooriinitfs supc-rvisir and. ((. 10 to ) d,;ys prior Lu admin istcring a writ L ri

ri r 0l, I ' or7, r
L
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DEPARTMENT O THE CEROROE

-*,.- T.

p ,P

oh Job Performance Appraisal Svste:.

"". Air Force Employees and Military anc, Civilian Suncrvis.r s

" The Civil Service Reform Act (CSRA) requires all Feder,-
cancies to set up by 1 October 1981 ne performance a~rajsa

svstems to be used as a basis for persor-nel decisions to rd,
assi~nr, promote, train, retain cr remove emmiovees. Vew Air
Force appraisal systems are alreadv cnerational fcr members

" of the Senior Executive Service (SES) and employees who wi.l
- be covered by the Merit Pay System (.PS).

2 h he Job Performance Appraisal System (JPAS) will be implemented
this year for the remaining approximately 200,000 employees.
JPAS will cover all General Schedule (GS) and Scientific Technical
(ST) employees who are not in SES or MPS, and Federal Wage System

,* - employees.

3. The JPAS has been designed to make performance appraisals
m--e objective. The training you will receive focuses on prepa-
ro -:on of a work plan which describes job requirements and perform-

j . standards against which each employee will be appraised.
S. wor, plan will describe what is expccted of each eployce

in terms of quality, quantity, and manner of performance.

4. The supervisor is responsible for developinz a valid work
plan by 1 October 1981. However, it s Air Force policy to

Cncourage employee participation in this process. Accordingly,
I urge you to work together to make this new appraisal system
equitable, objective, and as useful as possible.

..... , I , 1). IOSUE
c. , o nan, Ceneral , USAF

',, * o:;, f t zt f
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INTRODUCTION

This workbook is to be used as part of the training course for the Air
Force Job Performance Appraisal System (JPAS). It is designed primarily to

* help you write a work plan. There are exercises to complete that show you how

to write job performance elements and standards for a work plan. There are

- . also reference sheets in the appendices with definitions of terms used in the

training, examples of elements and standards, completed appraisal forms and
other reference materials to help clarify the JPAS training.

6

CCPO Contact Person _____________

Telephone _____________

(i) 79
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0800 -0820 

Training Introductionl
--Overview
--Follow-on Requirements

Unit I -civil Service Reiorm
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0 165 - 650Unit 
VII - General Performance

1635 1650Appraisal Information

1650 -1700 

Summary
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JOB PERFORMANCE APPRAISAL

INSrR L!(CTIONS FOR PAR [S I AN) 11 (Parts land If comprise the Work Plan) INSTRUCTIONS FOR PART III
The supervisor should encourage the employee to participate in the The rating process is primarily a supervisory tunction with the

development of the Work Plan Job Performance Elements and Performance approval of the reviewing official. The supervisor must determne ii'. Standards. Elements must reflect the actual work to be performed during the emploser EXCEEDED, MET, or DID NOT MI I r the requirements
the appraisal period, and the perfor:,rance standards must be written at a of the standards, and then check the appropriate column in 'art 1. ['e

* ~level which reflects satistactory performance. supervisor must then enter in Part III a brief conrinent .o r crnin. etr
lormance on each Job Performance Element is support ot a -110 NO I

Job l'erhirrtance Elemcnts io , be written using either the line entry MEET" or "EXCEEDED" evaluation. If ad requirements are "Mt F-'i;.
method or the tunctional catcgor method, but must be numbered con- comment, 'Employee met all requirements" is sufficient
sccutivel, in either case. The line entry method requires that an element
le STritten as a one or two line phrase. [he functional category method All of the Job Performance Elements evaluations then deternnirs lic
may be used when a number of subelements can be clustered under Overall Performance Rating to be astigned. as indicated in the Mcrall

i tuntiiial heading such as Administration, Communication, Direct- Performance Rating Scale shown below.
my, Planning, Maintaining. Repairing, Supplying, etc. If functional
catieories are used, the suhelernents may be written in narrative style OVERALL Pl. RI(JRMAN('I RA I IN(; S(AI I
'in line entry foriiat with further numbering of subelements under each

. lunctional citeory SUPERIOR. Emploee exceeds the pertr-miance tcqurcruients ,'t L

the job performance elements ol the wock plan.
(nc or mire Job Pertormance Elements must be identified as critical.

A I. tal t 0) Relative hIpUrtance Points must be distributed among EXCELLENT t-Imployee meetsor exceeds the pertoriiaicc rtqdifcT;eIIts_
dl c en enis ;tur nor subelemenrsl with at least 51 points assigned to ol all the job performance elements ol the work plan and exceeds rte ger-
:rial tIlefrnents formance requirements of the job performance elements which represent

at least 50%1 of the relative weight in importance of the work plan.
-It .i ;plicalle. inana 'e'ial and supervisory work plans must reflect

),h P'tittrnance I lenietits that indicate eflort toward establishing FULLY SUCCESSFUL: Employee meets the performance requirements

ork tits and meeting atfirmative action goals, and achieving equal of all the job performance elements of the work plan.

olipptrttilty re-quiretnents A supervisor's work plan should reflect re-
spnsitbhty tor evaluating a subordinate's job performance in a fair and MINIMALLY ACCEPTABLE: Employee meets the pertorniance require

in partmi oiannetr ments of all critical job performance elements of the work plan, but does

not meet the performance requirements of one or more nonet iltcal jolt
When evaluating an employ cc's job pertoriance, the following evalua- performance elements.

tion options will he used: (II I mplovee DID NO I ME FT the requirements

it the standirtls; 12) Fmploycec MH the requirements of tie standards; UNACCEPTABLE: Employee does not meet the requtretenrts o one -r
" ,r 1 3) I rapiwee I XC.lI'I) the requirements of the standards. more critical job performance elements of the w ork plan.

EMPLOYEE IDENTIFICATION

NAME OF EMPLOYEE ULatr. Fit. Middle Iiitiui)USNGAE jonS iE -

r 6Iroi0;N T-1iL E -ORGA14iZATION OFFICE SYMBOL

REASON FOR APPRAISAL PERIOD OF APPRAISAL

L ANNO L OTHER (tpecify FROM TO

I-,

r'DATE ELiIBLE FOR NEXT WITHIN GRADE INCREASE NUMBEP OF EMPLOYEES DIRECTLY SUPiF4VIS D
'M (Check eiok) M CIVILIAN I ILITARY

WORK PLAN AUTHENTICATION

tIE JOB PERFORMANCE ELEMENTSAND PERFORMANCE STANDARDS DEVELOPED IN THIS WORK PLAN AtI A RE sL;Ll OF A

,OB ANALYCIS USING ALL AVAILABLF SOURCE MATERIAL INCLUDING A THOROUGH REVIEW OF THE CURRENT P(iSIT ('N

* DrS SCHIPTION AND ANY ORAL ')R WRITTEN INPUT FROM THE EMPLOYEE

SUPERVISOR (Rating Offical)

-NAME, RADE, DUTY I ITLE SIGNATURE ip.

REVIEWING OFFICIAL
N NAME. GRADEF, DUTY TITLE .SIGNATURE 'A'ATi

EMPLOYEE
SIGNCOR COP REEIV~J (mgnuireof enployee does not iundicate agreemnentor diaagmreent wth the sork pan.i DATE

(DRAFT OF A FORM 128a, 12 MOV 60) PAGE I OF 4 PAGIES

+,. ..

+a -. j , . . . ". % .. . " " • • • - - - " , %q'. * - ', ,. - . ,a " - • . . . . . . . •:
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* ~PART I - WORK PLAN JOB PERFORMANCE ELEMENTS EAU

AT ION

*NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBSELEMENT. -c b,

CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. j ": 0
ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. u- a

E 2! z

u z i

~~~~~~~~~~~~PC 2. OF-.-.-. 4___________- PAGUS'-v-
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PART 11 - WORK PLAN PERFORMANCE STANDARDS

NUMB3ER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART 1.

85PCE3O 4.G

I A I



PART III - PERFORMANCE SUBSTANTIATION AND OVERALL PERFORMANCE RATING
0 UUSTAN1IATIOP4 Commenits are required on all Job Performance Element. RZefer to-1Jobpepropmane Elements by nmber. A narrative desc~ptn

of the employee 's performance ore those elements checked "EXCEEDED" and "DID Nor METf r-in Part Its required to eulibatntlat such evdlustions. Thse
*comment, -f mployer met all requirement" to sufficient when '(E21D chec ked for any Job Performance Element.

f i VfR I tPF R! ORMANCU RATING (as described,, rhe rating icale) IS BASED UPON THE EMPLOYEE'S PERFORMANCE
N M I IN,~ ! HE REQUIFIEMVNTS Of THE JOB PERFORMANCE ELEMENTS.

i')PPi4IOR E XCELLENT FFULLY SUCCESSFUL F]MINIMALLY ACCKPTAULE 0 UNACCEPTABLE

~ ,~ ~ 1.fi I')f,,IISGNAU~iE- ------- DATE

1f,fW1N'.I IC1A1 'iI'NA+URF DATE

r M p t 1)V f S IG.N A TU R R PE aIPT AKP4owLiEO . E t) (sign a tI.r d oe. .n o I..dca te e mployee agroeme nt or dlgagrfemen t DATE

* - PAGE COF 4 PAGES
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Characteristics of Job Performance Elements

Job Performance Element: A significant requirement of the job, derived by an
analysis of the job. A job performance element may be an important duty or
responsibility of the position as well as a specific task taken from the
position description.

- Written as clearly as possible.

- Written concisely to save space.

- Relatively broad in scope - avoid trivial detail.

-Reflects work to be performed during the rating period.

-Reflects products or processes that show actual job performance rather

than just a knowledge of how to do the job.

-Similar to tasks shown on position description.

*- Tailored to individual jobs.

- May be recurring duties or one-time organizational objectives.

-May indicate non-supervisory tasks.

* - -May also specify managerial and supervisory responsibilities.

-May be written as line entries.

-Written with an action verb and noun.

* --- Each line entry element will be numbered 1., 2., 3 .......

-May be written as a functional category with specified subelements.

-Both the functional category and the subelements should be numbered.
Functional categories will be numbered 1. TYPING: ... , 2. FILING: ..

3. MISCELLANEOUS DUTIES: .... Subelements will be numbered (1), (2),
(3).

~*. -- Suggested number of functional categories in a work plan is 4 to 6.

-Some example categories are listed below.

Accident Investigation Financial Management Publications Management
*Aircraft Repair General Oifice Duties Quality Control

Assignments Monitoring Research Implementation
Analysis Nutrition/Food Services Reviewing
Budgeting Office Management Scheduling
Coordinating Personnel Management Security
Communicating and Reporting Processing Software Management
Counseling Production Assistance Staff Training
Direct Supervision Production Planning TDY Processing
Editing Program Engineering Team Management

Note: These categories are only suggestions. Any meaningful functional
category may be used.

*(6) 87
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LIRE~CILINS FOR JOB PERFORMANCE ELEMENI EXERCISE

O-. On pag. 8 .oi wilI f ind i position description for an Editorial Clerk. On

pages .4 and( i0 you will find job performance element work sheets to be used in

this ,Yorcist-.  l hcre -ire additional tear-out work sheets in the back of the

workbook.

-a- Lti , . .I k! , rrt I,. Rewrite and/or combine tasks listed in the

pos it .iptiovn into ,1 ements. Write the :-lements onto an element work
sht ,. , itilfrr thf' line ret y method, the functional category method, or a

('111bi , l ,.r ot the, two methods.

. ecid, wfi h el,ments ,ou think should be critical and which should be

*1nfri 1a and mark them on your worksheet. At least one element must be

critical. A'ssign relative importance, points to each element. It you use the
l.tuct lonal category method, assign importance points to the entire category,
not Lc t, ach subtlement. The importance points must add up to 100 and the

importance points for critical elements must add up to at least 51.

I-

i-;

• -
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I . NUMISUM OP IA'S 1. PONITION NUMIS[N

CIVILIAN PERSONNEL POSITION DESCRIPTION

3. ORGANIZATION 4. POSITION TITLE

Editorial Clerk

I. CLASSIFICATION 14 CLASSIFIED OY 7 OATS

GS-1087-4

5. OUT IES AND RE SPONSI UIILIT IES (Indicate time percentages, where required) (Questions concerning the classification of your position should be
asked of your supervisor. You may see, upon request, classiflcatlo,, standards and guides used in classifying your lob. Appeal rights and procedures
are explained in Federal Personnel Manual, Chapter 511. Subchapter 6 and AFR 40-512.)

I. INTRODUCTION: This is the job of an editorial clerk who prepares and

proofreads technical documentary reports and related documents.

11. DUTIES AND RESPONSIBILIIIES:

1. Editorial: Receives reports in rough draft manuscript form. Sees

that headings a,.d subheadings are in proper order, that all footnotes,

reterences, bibliographies, names and titles, and distribution lists a-e

correct, that proper abbreviations are used. Works with supervisor to clear

up the use of technical terms. Corrects mistakes in spelling. Checks for

mistakes in grammar and inconsistencies in format and gives reports to

supervisor for review. Uses correct security warnings to agree with

regulations and makes sure that all parts of reports are properly marked for

security.

2. Typing and Layout Composition: Prepares final copy for offset

reproduction and prepares layouts for illustrations and photographs. Works

directly with the technical illustrator and determines space to be allowed for

illustrations of different sizes. Prepares a corrected dummy on each report

for printer's use.

3. Proofreading: Using the accepted ways of proofreading, reviews final

reproducible copy and checks it with author or with another editorial clerk.

Reviews copy to make sure that the words are clear and to the point and that

the statements agree with references. Checks copy for typing and other

routine mistakes that often happen. As a proofreader, also decides proper

order of illustrations, graphs, tables, references, and appendices, as well as

correct page numbers. Adds to or changes the final copy to agree with any

changes that may have been made since the first review.

4. Other Duties: Prepares correspondence such as detailed instructions

to the printer. Prepares errata sheets.

GENERAL IST SKILL 20 SKILL 3D SKILL

SKIL SKILL I IR I gUN SKI
L L 

IS 9lLu eveEC: 1II[[ I [IF H[ I[ H T I ! I!
i ccrttfv that this is an accurate statement of the malor dutes and responsibilities of this I I PO SITION SENSITIVITY Is PLO&

position and its organizational relationships, and that the position is necessarv to carry out 0 W a 0 • ts
uverripnent functions forwhich Iam responsible. This certification is made with the know N N.N..TIvE

ledge that this information is to be used for statutorY purposes relating to appointment and NONCRITICAL,, SI6 TIV• e
pav,,cnt of public funds. and that false or misleading statements ,nay constitute vLolations - L
Lt suich statute or theilrnoplementln. reulationg CRITlICAL.I91N1111t VG L

SIGNATURE AND TITLE OF OATE 10 REAUDIT CEITIPICATION (Ilitials)

IMMEDIATE SUPERVISOR. ,/ hATE

. ~~CLASIIRlI _

AF MAR 79 1378 PREVIOUS EDITIONS ARE OSGI.SL • 89
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

EVALU"
Al ION

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT. u I
CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. j WI

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT.
U0... 4z

0 Ir ,I

m " 1
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS _

I vi1 H)r

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT ; u
CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. ( _

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT 0 i '

K 0
0
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I 10

. . .... . .
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__ ___ __ ___-

PA I :-O1 AGE
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DIRECTIONS FOR WRITING JOB PERFORMANCE ELEMENTS

*ou now havi an opportunity to write your own job performance elements or
thost ot your employee. First, read over the position description. Take the
tisks that are actually performed from the position description and write then
,ithcr as line entries or as functional categories. Add to these elements any
Iddition.al tasks that are- pertormed on the job. You may use any available
,.otrct -[. help you write the elements. Some suggested sources are classifi-

*'it ion st:idards, _job analyses, and qualification guides.

fit,.I , y !,)b wpertormanc. i, ements on the work sheets provided on pages 12 and
in ytr workbook. Additional tear-out work sheets are provided at the end
th, w.)rkbuok.

,-,U, (Itermine the criticality of the job elements. Remember, at least one
4j, lemrent must be critical and at least 51% of the work plan must be
't I ,a

titnaliy, assign importance points to your job performance elements. The total
points ot all elements in the work plan must sum to 100.

i~

.. . . *. . . . .



PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT u
CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT..~
ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT

PAG z ~ot 4P^f
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS
[ EVALOJ

I ATION

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT < w
' CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. zI

SN r .4 RFLATIVE IMPORTANCE POINTS FOR EACH ELEMENT. 'o I ,
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CHARACTERISTICS OF PERFORMANCE STANDARDS

1.MEASURABLE -how much, how fast, how accurate, how well a job pertormance
element should be performed.

Timeliness - may be expressed in length of time allowed to perform an
element or in terms of completion dates.

JOB PERFORMANCE ELEMENT: Performs routine clerical duties.

STANDARD: Photocopies materials, when requested,
1 1/2 to 2 hours after receipt. (Length ot
Time to Perform)

STANDARD: Completes time cards and submits to
supervisor between 1100 and 1200 hours on
due date. (Completion Time)

0Quality -may be expressed in terms of accuracy, excellence, cost
requirements, courtesy to the public or any other applicable measure.

JOB PERFORMANCE ELEMENT: Takes and transcribes dictation.

STANDARD: Dictated material is returned only 3% to 5%
of the time for errors in content or
typing. (Accuracy)

JOB PERFORMANCE ELEMENT: Serves as an advisor to military and
civilian AFWL personnel on problems related
to the propagation and sensing aspects of
laser beam control.

STANDARD: When acting in a consulting capacity,
correct answers to questions are found
quickly, and 1 to 3 complaints per quarter
are allowed about response time.

* (Excellence)

JOB PERFORMANCE ELEMENT: Performs public relations activities and
acts as information officer to general
public.

*STANDARD: Requests for information are handled in a
courteous and professional manner with 2
valid customer complaints permitted per
quarter. (Excellence, Courtesy to the
Public)

[1 (14) ,
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titat i - may be expressed in t erm (f amount oI work produced or by how
i"anv times something is performed.

(B PERFORMAN('F ELEMENT: Traio,; valv, en)'wi etting monitors in
principles of vlv\e enginveriny.

STANDARD: Conducts 2 of 4 possible training classes
per year in principles ot VE. (How Many

Times the Class is; Civen)

'i _-,cst ib isned Standards - follows prescribed direct ivs (01, AFR, etc.)

A;111' IV 00 t imely, qual itat ive, quant it/It ive, ir aniv comlinat ion of these
i chari.'t,'rist ics.

,OB PERFORMANCE ELEMENT: Selects and mixes chemicals tor target
pests.

STANDARD: Prepares chemicals; according: to pesticide
label instructions; and/or AFR 19-1. (If a
standard I ike thi,; one i. used, then a

second standard should be written that can

be exceeded.)

O OBSERVABLE - there should be a way of actually seeing if the standard is
r- r For example, "reads four new technical articles each month" is not
iln observable standard. The supervisor cannot directly observe the

employee reading all four articles. However, "submits summaries of four

technical articles each month" is an observable standard.

" ATTAINABLE - it must be possible and practical to meet the requirements of
the standard. For example, "writes and publishes two articles a year in a

professional journal" is both measurable and observable, but it is not
realistic to expect an employee to achieve this standard. A more

" realistic standard is "writes technical report and submits report 5 to 6
weeks after completion of project."

.. REASONABLE - Provide a reasonable performance target for the employee. A
standard which is too easy, or too hard, 3r represents a range of

performance that is too restricted does not give the employee a reasonable

target to aim for. Identify the level below which performance will be
unacceptable. Then identify the level above which performance is

" exceptional. This may result in a single value or a range of values which
define the performance expected of a "fully su::cessful employee." Do not

develop an overly restricted performance range. For example, "submits

report 48 hours after notification" means thai 47 hours exceeds and 49

hours does not meet the standard. The range of values for successful
performance is too short. Probably no one wil" simply meet the standard.

"Submits report 40 to 48 hours after notification" may be a more

reasonable standard. If the element is performed within the range
specified by the standard, the employee met the requirements. The
eqpioyee may exceed or may not meet the requirements by performing above
or below the specified range.

FXAMPILE: Weekly reports are due between 1300 and 1400 hours the last
workinr, day of each weok. (7p this instance performing

below the range would mean exceeding the standard and

(15) 96
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ptrfort ing abovt, the range would mean not meet Iig the

standai d. )

EXAMPL.: Lards it c puiichd ,t a rate ot 50-60 per hour. ( In this

taiMll i peI t or11 1in b low t he i ange would mean niot mI.t i lig

tif' St ll iilir Jilt! jer I p ci i r ig above t li' rane wou 1(d lno4- tH

,xc ted. iu tii .ti t a lnard.)

5. REMFMBER: When you -ire writing' 4tandards, ask yourself these questions:

- Does the job performntice element require only one standard or
will several standards be necessary to cover all the aspects

of thet eliiLnt?

Which 1't tormanct, characteristics - timeliness, quality,

quant ity - can b, us ed to specify standards?

- Can titc slandards be observed by the supervisor?

- Can tih t iplyte- acth,vve this leve-l of performance in view of

all ti lt clit ,ipontit s tit the job?

- Does tht. tandard prnvide the employee a reasonable target for

meet ng t.c perItormance requirements of job?

Are the tandards numbered to agree with the corresponding

element s ?

(16) 97
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Standard Exercise #1
RECOGNIZING AND WRITING GOOD STANDARDS

Sentence's that may cr may not be examples of standards are given below. Put a
check by those sentence; which are acceptable standards. Change the other
Sell Len C ON into standards that are measurable, observable, attainable, and

1. A -ompleted safety record is turned in to the safety supervisor's
office between 1000 and 1200 hours on the first working day of
each week.

2.Good judgment is used in making decisions about customers' orders
75% of the time.

.5. Repairs tir-es.

4. Daily cash register total and cash in drawer correspond within
$.75 and $1.00.

____ 5. Scheduled security training is attended and successfully
completed.

(17)
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Standard Exercise #2

WRITING PERFORMANCE STANDARDS FOk THE WORK PLAN

Now you will write performance standards for the elements that were written
for the position description on page 8. On page 19 there is a story that
tells you what work is done on this job. Use either the line entry elements
listed on page 27 or the functional category subelements listed on page 28.
Write standards for the elements using the background information given on
page 19 as a guide. Work sheets are on pages 20 and 21 of the workbook.
Remember to write performance standards at the satisfactory level and to writt,
at least one standard for each line entry or each subelement in a functional
category element.

(18 99
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ANNE BROWN - EDITORIAL CLERK

Background Information

Anne Brown is an editorial clerk for the Air Force. She is responsible
tor editing and typing manuscripts and layouts, proofreading, and other
dut ies. She reviews rough draft manuscripts as they are received in the
office and checks them for mistakes in spelling and grammar. Her supervisor,
Mr. Garcia, feels that once Anne has reviewed the manuscripts, they should
only have to be returned to her once for corrections. It is acceptable to
have 2 to 3 mistakes in editing for every 10 pages of text.

StProofreading is an important part of her job. She makes sure that the
t inal copy of each manuscript is finished on time to meet deadlines in her
S.ec tion. In order to keep everything on time, she proofreads four pages an
hour when doing this task. She must also check manuscripts with the author as
well as other clerks. It is important that she keeps a good working attitude
while dealing with co-workers.

Another step toward finishing the final copy is working with the

. II ulttrator on the layout. She must arrange meetings early enough to make
;ur, that layouts are ready on her deadline. When the printer asks for the
tinal camera-ready manuscript, it should be forwarded the third day after
I,_'] tIuest. these camera-ready copies must show correct security warnings and
markings. Only one security error a quarter can be allowed. Although the
tinal copy should be without mistakes, one mistake in layout or page numbering
is allowable.

Anne also does other duties. When an errata sheet is needed, it is due 3
wce k s after request. She should coordinate with Mr. Garcia on each

. natiu,: I i pt• Her communications with Mr. Garcia, the illustrator, and the
printer should be made in a clear and briefly stated way with few changes.

(19) 1 P0
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PART 11 WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART 1.

20 101PAGE I OF 4 PAGS

* (20) 4L



4 PART 11 - WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART 1.

PACK I OF 4 PA099
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DIRECTIONS FOR RATING EXERCISE

• .On the next tew pages you will find copies of job performance elements,
. performance standards, and a performance rating sheet for Anne Brown, Editoral

Clerk. The elements have been marked critical and noncritical, importalice
points have been added to the element sheet, and substantiations Lor
evaluations have been written on the rating sheet.

You are to read the substantiations for Anne's performance and compare them
against the standards that were established in her work plan. Next, decide it
the substantiations show that she met, exceeded, or did not meet the

requirements for each element. Then mark the correct evaluation column on the
performance element sheet, page 23. Remember, you should have only one
evaluation for each job performance element. If an element has subelements,
think about the standards for each subelement and then make one overall
evaluation for the job performance element.

When all the elements have been evaluated (for this work plan you will have
four evaluations), give her an overall performance rating. If you want to see
the scale again, look back to page 2. Finally, mark her overall rating on the
performance rating sheet, page 25.

(22) 103

. . ".
°. .

.: :*;< **.*. . -- .-. A* j ~J . s~



* PART I -WORK PLAN JOB PERFORMANCE ELEMENTS
EVALU-

AT ION

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUSELEMENT. I
* .CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. a 1Z~' 0

k NTI H RE LATIVE IMPORTANCE POINTS FOR EACH ELEMENT.

L. L'TING: (1) Reviews rough draft manuscripts. (2) Checks forX

,)o jYe1W n hr es~k sure that proper security
". ,1 nimarkings are on reports.______________ -4

i fiw I comy and 1 ayouts for of fset reproduction.X: 2

--

~Thi PLVlN~: (1) roofeads copy and works with author or another x
J2}erk d for rQ~. forma oApe br in dfandlcp n ae

Jer fo cosistency in format and for tying n other mistakes.

chanqes, a(; needed. -- I

.; &MMUNICATION: (_L) Wo~rks with technical illustrator to determine 7 L2
~PdCincj of illustrations and photographs. T) Talks with supervisor

jbot echicl__rs _copy mistakes, and inconsistencies. (3) Prepares
corresporidencp including detailed instructions to the printer.
4) Prepares errata sheets.________________

* i. a,, ta blIe to mix line entry el emen ts with functional category elements .1 ~ .

* PAGE a OP 4 PAGES

(23) 104



.4 PART 11 - WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART 1.

- .(1) Reviewed manuscripts are returned for corrections only one time, (2) Two to
three errors in spelling and grammnar are allowable tor every 10 pages of text, Style
manual is reviewed and initialed every 6 months. (3) One incorrect securitv warning
or marking is permitted per quarter.

* 2. Camera-ready manuscripts are sent to printer 2 to 3 days after request.

* 3. (1) Four pages of material are proofread per hour. One valid complaint is permitted
per quarter per every 2 manuscripts. (2) Final copy is finished to meet deadlines
established within the organization and I format or page numbering mistake is allowed
per manuscript.

*4. (1) Meetings with technical illustrator are held and recorded in a timely way so that
deadlines for the final copy are met. (2) One supervisor meeting is held on each
manuscript to talk about technical words, mistakes, and inconsistencies.
(3) Instructions to the printer are clear and to the point and need only one major
change. (4) Final copy of errata sheets is finished 2-1/2 to 3 weeks after request.

(24) 105PAEOaPGS



-74 PART III PERFORMANCE SUBSTANTIATION AND OVERALL PERFORMANCE RATING
1 *, ,, *,.,I*.',,N .... ,,, ,... I ,,r.,. jiT7;~r7

1 
r',jance llemenucs Refe. to Job Pes'fon,,anee Fhemenrsbvnumber___ A narrwh1 edewciton

-a-, t , t, ,0'" ,l t, '. b (1F'"DI"I)0n "ID NOT MEET"In Part Ila requwowd to subatantdate such evalu.Uona, T'he
. ,., .. , ,-" ... t .. ,., e,,lt$s inthiiffbiert when "xfft " F checkeJ foram) Job Performance Element.

... ,t ,f manuscripts were accepted with no changes; 10% were returned
u !(,yeu !iet this requiirement. (3) All security warnings and markings,, ': r,. I )rrect .

I . :;,i , ,vt. a , irerents .

6, u reajc of work are proofread per hour. Supervisor received no
,* i,:': ,',t w-T4iJng with others. (2) All final copies were finished by

, 'l, wrre finished early with no errors.

I' ii ri' 't jirements.

4
- I

I I ;I , 1t t Nt I ( INflt,, crhed in rhe rating scale) IS BASED UPON THE EMPLOYEE'S PERFORMANCE
. ., MI .?~,uil 10H PERFORMANCE ELEMENTS.

U , ,lt X(F. I rt . . FULLY SUCCESSFUL [] MINIMALLY ACCETAOLK C] UNACCEPTABLE
'i INATURE OATE

OATE

F, 1t. A( en NW iiit.t t ', ,, , ., 4,t prr'nt or disai.rement OAT .

25) 1U( AGE 4 OF 4 WAGN6( 25 ) 1...;* * *

"-- "- " ":- 'a "-', :'-'' . ;, ,'.,,-'.t.;,,-' , ," - , ," - -. ", "' "_,"-_" .."-," " .'."- '.,, "' *..'., -. 2.'-.'._..' ..'... .'. '. ".",,.';'.



* fl -. - - C -~-r---~

0

APPENDIX A

Exercise Feedback
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PARTS - WORK PLAN J, I""HFORMANCE ELEMENTS

A !klb H EAt H itB I'[ HF IMANCE E EMENT AND SU8)ELEMENT

"Hi ' t At )I NON (C IL flCAt BOX F OR EACH FLEMENT. iZ

I f\t IAIP(IFi TAN( F')INTS FOH EACHE F MENT t

FFFDBACK I
titr'iaI Clork - Line Entry 0 '

I; i z5I C i1t42,-

, , t o , i iwi-i alnd d -lll) ' 1.

1A i' :S 0 C 1 Ui tv 'n i and i7 arkings are on reports x

-i, .nd Iayotts for offset reproduction. X 20
i o' l hnii -i-Il istra tor to-dot er'int - aci-ng of-iI-iustra-ti-on-s

p 'X 10

, , ,.0$/ olid works with author or another clerk for consistency in
'~ ~~~~ toy- ' ' ''. 

{)  typing and o ther mi stakes. -x r  8
_

fomat and page numbers in final copy and-makes changes I
- jI fo tpng ad terXstks. ad I0~c~ne

X 10
i !h ,ir ,,vi ,or about technical word, copy mrista es,-and - - -- -, -

SX 7

, i,.powence including det.ailed instructions to the printer. X 5

IlL,, she~ts, - -- ~ ', X 5

__ -- 4- 4 77
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6O PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT .

CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. J t
ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. 1 >4

FEEDBACKIt10
Editorial Clerk - Functional Category • 2 2 a

I 1. EDITING: (1) Reviews rough draft manuscripts. (2) Checks for correct X 135
spelling and grammar. (3) Makes sure that proper security warnings and I
markings are on reports. , ___

*2. Types final copy and layouts for offset reproduction. .X 120

3. PROOFREADING: (1) Proofreads copy and works with author or another X 18

-l r to-cn- - - i

- . Cerk fr cosistency in format and chlecks tor typing and other mistaRes. -

(2) Decides proper format and page number's in final copy and makes
changes as neededT.

___.__ ____- __ __ 4

4. COMMUNICATION: (1) Works with technical illustrator to determine X 27
spacing f illustrations and photographs. (Z) IlnaIs wi th supemista-e
about technical words, copy mistakes, and inconsistencies. (3) Prepares
correspondence including detailed instruCUTon toti priTnter.
(4) Prepares errata sheets.

* 4t is acceptable to mix line entry elements with functional category
elements.

(28) 100oeei igear - to a tee p -
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

4 ACyl 4, 44i '[ HV OH4 ANCE E LEMENT AND SUBE LEMENT I(

171CIA ' ' 'N 44 4444, HOX FOR E ACH ELFMEN T.Z
*l *. A4, t4 l4' 1~' 7 ANCF POINTS FOR EACH E LEMENT

FFi 111BACK z z
I> t1eir'n T, F xer-c i Sc I

i 11 , %t I )Qt, -biyr, 4 ii e hl~icals. (2) Appl ies

- an,--~ i' wea r' ;a fa o tpqu i prient. (2) Atten-ds safety - I

X 20

4- +
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IFEEDbACK
SIANDARIJS FOli EXEhUISE #ij

RECOGNIZING AND WRITING OOl) S'IANDAD)S

x 1. A compItted salety record is turntd in to tht. saltety supe.rviso
olice between 1000 and 1200 hours Lon the first workin g div ol

each week.

MEASURABLE? - Yes. There is a deadline specified ot httwcei

1000 and 1200 hours the first working day of each week.

OBSERVABLE? - Yes. It would bt. simple to check to stt it tht
completed report had been turned in on time and it the standaro

was met , exceeded , or not met

ATTAINABLE? - Yes. It is not unreasonable to expect a weekly

safety report within a 2-hour satislactory performance range.

2. Good judgment is used in making decisions about customers' orders

75% of the time.

MEASURABLE? - No. 1here is no yardstick by which to measure the

good judgment.

OBSERVABLE? - Maybe, it the supervisor i'; around to set- every
judgment that the employee makes to determine what makes up 75:

of the judgments.

ATTAINABLE? - Yes. It is rtasoiablit to expect an employe to, List

good judgment in making most of his/her decisions.

BETTER STANDARD: Oh' delaye ed ciistormt r's order ptr ntiotith i

permitted because of poor judgement in scheduling.

_______ 3. Repairs tires.

MEASURABLE? - No. This is an element rather than a standard.

* OBSERVABLE? - Yes.

ATTAINABLE? - Yes.

BETTER STANDARD: Repairs 20-25 tires daily.

X 4. Daily cash register total and ct:;,h in ,Irawc. corr,,+tld ithil

, .75 to $1.00.

MEASURABLE? - Yes. A length ot tim- (daily) is sptif j.d as welI

as an accuracy standard of $ .75 to $1.00.

OBSERVABLE? - Yes.

' ATTAINABLE? - Yes.

(30) 111
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X ,. Scheduled Security Iraining is att,,nded and successIully

coIflp I et ,d

MEAS!RAB1.E' -" Y,.';. ,'Nt t l 1 t a n ing . ss ions and grades can be

me(,:sur ed.

OFSERVABLE' - Yes.

ATIAINABLE? - Yes, but may not b(; a rasonable p -formance target.

WARNING: While this is an attainable standard, it cannot be

(,xced td. I t a standard I ike this one is used, there should be

another standard to go along with it that can be exceeded. The
standard could be rewritten if a range of grades were given for
the training. An exceedable standard would be: "Scheduled

security traininv i attended and the minimum passing grade

received." Now those who attend scheduled training and receiving
high grades will excted the standard.

S31) 1
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PART 11 WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SJBELEMENTS LISTED IN PART I,

[di toriai Clerk: - Line Entry

*1. Reviewed manuscripts are returned for corrections only one time.

*2. Two to three errors in spelling and grammar are allowable for every 10 pages of text.
Style manual is reviewed and initialed every 6 month.

3. One incorrect security warning or marking is permitted per quarter.

4. Camera-ready manuscripts are sent to printer 2 to 3 days after request.

*5. Meetings with technical illustrator are held and recorded in a timely way so that
deadlines for the final copy are miet.

7 6. Four pages of material are proofread pet- hour. One Valid complaint is permitted per-
quarter per every 2 manuscripts.

*7. Final copy is finished to meet deadlines established within the organization and
I format or page numbering mistake is allowed per manuscript.

8. One supervisor meeting is held on each manuscript to talk about technical words, copy

mistakes, and inconsistencies.

9. Instructions to the printer are clear and to the point and need only 1 major change.

10. Final copy of errata sheets is finished 2-112 to 3 weeks after request.
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PART II WORK PLAN PERFORMANCE STANOARDS

%H H )MANCE STANL)AHD TO ('OORISPOND WITH THE JOB
P [H()PMAN E E LEMENTS AND SUBELEMENTS LISTED IN PART I

FEEDBACK
1 i oi 1i.,i (Ifrk - Functional Category

".i ., r i;,-t rt r ,,turned for corrections only one time. (2) Two to
in., ,1 inj ]-d ;ratm," are allowable for every 10 pages of text. Style

-i, r..V.od n.d ini tiiIeJ every 6 months. (3) One incorrect security warning

., '.-rIt art, rent to printer to 3 days after request.

f teriaI are proofread per hour. One valid complaint is permitted
,..uar, j ever.j 2 manuscripts. (2) Final copy is finished to meet deadlines

0i ;hed within tie organization and one format or page numbering mistake is

1! with technical illustrator are held and recorded in a timely way so that
i fr Ih , final copy are met. (2) One supervisor meeting is held on each

, t,) talk about technical words, mistakes, and inconsistencies.
?,,' cu, iots the printer are clear and to the point and need only I major

4; Final copy of errata sheets is finished 2-1/2 to 3 weeks after request.
0

PACE 3 OF 4 PAGES
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PART II - WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART i

FEEDRACK
Standards For Group Exercise

. (1) Consultation with supervisor to determine appropriate chemicals is permitted
4 to 6 times per year. Spot checks by the supervisor indicate inappropriate chemical',
selected only 3 to 5 times per year. (2) Must be able to correctly quote label
application instructions, including allowable wind speeds, when approached in the
•,ield with only 3 to 4 errors per year. Must ensure area is clear of personnel and/or
pets before applying chemicals at all times

2. (1) Always uses required safety equipment when mixing, handling, or spraying
insecticides. (2) Two unexecused absences per quarter from the weekly safety
briefing are allowed.

3. May receive only 4 to 6 customer complaints per year for being discourteous.

4

PAGE 3 O 4 PAGES
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FEEDBACK FOR RATING EXERCISE

''o 1ay. 'h ':Ou will find an element sheet with the correct evaluations marked.
( n page 3i youi will find a performance rating sheet with the correct overall

-~ 1~e~ernan " rting marked. On this page there is also an explanation of how
the* evaltiattons and rating were made.

(35) 116
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT ,J -

CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. I '-

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT > < _

U Z 10'
-&

1. EDITING: (1) Reviews rough draft manuscripts. (2) Checks for X

correct spelling and grammar. (3) Makes sure that proper security
warnings and markings are on re-ort ..

*2. Types final copy and layouts for offset reproduction. v

*I

3. PROOFREADING: (1) Proofreads copy and works with author or another X' U,
clerK for consistency in format and tor typing and other mistake-s.-
(2) Decides proper format and page numbers in final copy and makes

changes as needed.

4. COMMUNICATION: (1) Works with technical illustrator to determine . .
spacing of illustrations and photographs. (2) Works with supervisor
about technical words qcqy mistakes and inconsistencies. j_) Prepare'
correspondence including detailed instructions to the printer.
__ Prep__reares errata sheets.

•*It is acceptabe to mix line entry elementswith functional category ele t, Pt'..
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PART III - PERFORMANCE SUBSTANTIATION AND OVERALL PERFORMANCE RATING
SUbISTANTIATION Ci"irment are required on all lob Performance Elements. Refer to Job Performance Elements by number A narrave deceiption

,t the emplt.ovee s performance on those elements checked "EXCEEDED" and "DID NOT MEET"in Part Its required to substantiate such evaluations. The

,mm,nt. fmrlpvee met all requlrements"L suffictent when "MET"is checked for any Job Performance Element.

1. (1) Ninety percent of manuscripts were accepted with no changes; 10% were returned
once. (2) Employee met th;> requirement. (3) All security warnings and markings were
prepared correctly.

2. Employee met all requirements.

3. (1) At least 6 pages of work were proofread per hour. Supervisor received no
complaints aoout working with others. (2) All final copies were finished by deadlines
and 85% were finished early with no errors.

4. Employee met all requirements.

-FFFfRACK'

I. Anne exceeded the first and third standards for this element. She was allowed one
change per manuscript, but ninety percent required no change and the other 10% required
only one change. She was also allowed one security mistake per quarter, but none
occurred. She met the second standard by having no more than an average of 2 mistakes
for every ten pages. Since she exceeded two standards and met the other one, we can
reasonably give her an evaluation of EXCEEDED for the first job performance element.

2. Anne met her second requirement by always having her camera-ready manuscripts sent to
the printer 2 to 3 days after request. There is only one standard and she met it, so
we must give this element an evaluation of MET.

3. All three of these standards were exceeded. She had to read a minimum of 4 pages per
hour and she read 6. One valid complaint to supervisor was allowed, but none
occurred. Eighty-five percent of final copies was finished early with no errors and
the rest of the copies were finished on time with no errors. We must give her an
evaluation of EXCEEDED on the third element.

4. The first three standards for this element were all met. The fourth standard she did
not meet because it took her longer than 3 weeks to prepare one of the errata sheets.
However, she met the first three standards, so we are justified in giving her an

"* evaluation of MET on the element.

Turn to page 2 to review the overall performance rating definitions. Since all of the
requirements for the job performance elements were at least met and the requirements
for elements adding up to 52 relative importance points were exceeded, (which is more
than the minimum of 50 for an excellent rating), we must give Anne Brown an overall

* performance rating of EXCELLENT.

041 t ), 1 fiAt I 1' RFOHMANC[ HAT IN(, (as des,:rhed ," the arfng sC81) IS BASED UPON THE EMPLOYEE'S PERFORMANCE

*INj MI I TIN(, THF WEOUIREMENTS ()IF T 4F JOB PERF ORMANCE ELEMENTS.

SUPERIOR . EXCELLENT FULLY SUCCESSFUL I MINIMALLY ACCEPTABLE L] UNACCEPTABLE

IPF .VISOR 11.f ng f'~ INT DATE

"I • _WVI WING OFF ICIAL SIGNATURE DATE

F MPL(YIEE SIGNATURE -RtCPTACKNOWLEOGED Signlure doe, not indicate employee agreement ordiaagreement OATS
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CSRA AND THL JPAS

I. ]1h ivi Scrvice Reform Act of 1978 (Public Law 95-454)

A. 'h lxiw requires each performance appraisal system to provide for:

-;,riodic appraisals of job performance or employees;

(stablis-hine pt.riornance standards for the accurate evaluation of

job pertormance on the basis ot objective criteria;

- encouraging employee participation in establishing performance

standards;
- consunicating to eac'h employee the performance standards and

critical elements o1 the employees position at the beginning of the

appraisal period;

tvaluating each employee during the appraisal period based on the

- tandards; and

' using the results of performance appraisals as a basis for

training, rewarding, reassigning, promoting, reducing in grade,

rc in1ng, and removing employees.

' Th appraisal system will be implemented by October 1981. Other

t"t, t urcs ot the CSRA already in force or which will become effective

- " tc I i d

* tstc+_ishinent of a Senior Executive Service (Title IV);

a probationary period for first-time supervisors and managers
(Setction 3321);

- ew procedures for adverse actions and appeals (Sections 4303,

7501-3, 7511-13, and 7701-3);

-- changes in veteran preference and benefits (Section 3112);

- changes in Federal labor relations (Section 7101-35);

- Special Counsel protection for whistleblowers ( Section 1206);

- a merit pay system for management officials and supervisors in

grades GS-13 through GS-15 (Section 5401-3); and

- stablishment of a cash award program which will provide cash

*' -"awards for superior accomplishment and special service.

C. Air Force Regulation 40-452, Performance Appraisal Program, 1 October

11480, was published to implement the requirements established by the

('SRA. 'Thc regulation defines responsibilities, establishes policy, and

.tat,.s proc 'dures to be followed.

1'-. It..Job Ptrfotniance Appraisal System (JPAS, Pronounced "Jay-Pass")

A. ihtre are !;ix key aspects of the JPAS:

.. 'I supervisor is encouraged to work with the employee to develop a

w,,r plan which defines the work and identifies specific job

pvtformance standards expected of the employee during the appraisal

- % 1hi0cir liv,.l official reviews the work plan

.. q 12
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- Periodic performance reviews are required during the appraisal
period to analyze progress and/or make necessary chankts to th.
work plan.

- The supervisor evaluates the employtee's pterformance at t .c ud ,i
the appraisal period and rates the employee.

- A higher level official reviews and approves the ptrtormnct
appraisal.

- he ratings will not be used in the promotion system except Lhat
employees must receive at least a "fully successful" ratin, to bt
eligible for promotion.

B. The specific tasks that are required for writing the work plan include:

- perform a job analysis of the employee's position;
- identify the job performance elements that are to be ,valuattd

during the appraisal period;
- write a performance standard tor each of the job ptrtormanc,

elements;
- identify the critical and noncritical job performance elements;
- assign relative importance points to job performance elements;
- make sure that the sum of relative importance points assigned to

critical job performance elements totals at least 51; and
- ensure that the sum of relative importance points totals 100.

C. The role of the Reviewing Official is to: 1

- review and approve the work plan submitted by the supervisor an(
make sure the plan is reasonable and consistent;

- reconcile differences when the supervisor and employee fail to
agree on parts of the work plan;

- act as the final approving authority on the work plan; and
- approve or change the performance appraisal after the supervisor

has evaluated and rated the employee to ensure fairness anc

impartiality.

D. Supervisor and Employee Communication

The JPAS is designed to encourage communication between an employe*
and his or her supervisor when the employee's work plan is being
developed, during performance reviews, and at the end of the appraisal
period. Some ways to improve effective communication are listed below:

- Give each other full attention; avoid disruptions or distractions
during the meeting; maintain eye contact.

11f the supervisor of the employee is the highest level in the Chain

of Command at the installation, normally he or she will also s-,rve as
the reviewing official.
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* . .'['; Iioitrk.m' e1Xpress ion of views; make sure each
t h p. T s .1 1" poin t 0 vieow.

S.1i ..;1. fili l'" f.' (IIs(re un1derstanding.

T t i, t nd i' riot be sidetracked into other topics of
t o 1rtcp-irat ion of the work plan.

.1tiZ i ir~n job d emands;

11:11~i l.od u ctive evaluations;
:1. :v I kk~ 1 X I ~Xt 1 whatLa to be done to improve performance;

~ i'r t IM i t V. Z f *'iiioV Tni ;inderstandings with supervisors which

1, t I,)It' t' re'\' t rev, cogni tion ind rewards for qualIity .. ork;
1)1,"! t ni , k iii o the supervisor is aware of any extra

'',it 'ioti or .'o rt smaoe while performing the job;
I I1! 1 , Ol ( n i ob ; adi

1 i t1 1:1MrinI It Cwi th the supervisor.

~.1 n's'';'rvisr with a powerful tool for achieving

titiirrtI vi 1 1 ecorage consc ientious and diligent work efforts;
tr, l.it in: t o oriployees what work efforts are required;

it it~o1~rnaiontorriiking management decisions; and
QI'rtitiurtV to comnicato with the employee about job content.

Iit :it r T-I.ri shou id be gie areful attention. Several

i- I' Ii t t i o Ii important are provided below:

h-, C'S RA requires written substantiation
T tI.LC' 11 grade or removes an employee for

.~ '~' i *ir m~u *'. ti employee is entitled to a 30-day
dinot i (, o r r enoval1 from the position. The

I I Id it itv sreCi fic instances of UNACCEPTABLE
is also entitled to a written decision

'~ Itirif ioii or removal and concurrence by an official
i ii. hr ;'i t v in th one who proposed the action, unless

r t~ ~ :1 '1 tii -ig~encv.

-(11 1 WiI- i wItteOn document s prior to personnel

i,1PAL rFiii'Is w It ti-n comment on each job performance
-,n I '('tt flrt. I t 11c elements by number. if all

* ~ ~ ~ ()I~ en P r , <onnt "Emplovee met all requirements"

W4 * e1
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-Fourth, memory is not reliable enoufgh to serve as a basis for a
fair and objective evaluation system, especially over a pvriod of a
year.

If adverse action is not taken because an employee's performance
improves, and MINIMALLY ACCEPTABLE performance is maintained for one
year from the date of proposed action, all records of UNACCEPTABLE
performance must be removed from the employee's official records.
This gives the employee a clean slate without adverse effects on his
or her future career because of a short-term slip in performance.

Documentation should be kept on all employees. The records need not
be extensive, but accuracy is essential since many personnel actions
are a result of the performance appraisal. Any documentations used to
support an overall performance rating must be attached to the Job
Performance Appraisal form. If an employee's performance merits
consideraton for a quality step increase or a sustained superior
performance award, the properly documented work plan provides all the
necessary information for the formal award submission.

G.For various reasons during the appraisal period, it may become
necessary to change the work plan. This change may mean adding a new
element or deleting one that was not performed. If this happens, the
relative importance points must be redistributed because the total
importance points must always equal 100. If an element is deleted,
the points that were assigned to it must be redistributed over the
remaining elements. If an element is added, some points must be taken
from existing elements and assigned to the new one.
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JOB PFRF ARMNCI' APPRAISAL -YSTEM (JPAS)

Flow Chart

1. Supervisor informs employee of Job
i1 Performance Appraisal System.

2. Work Plan Meeting:
• __ - Identify Job Performance Elements

- Determine Critical Elements
- Assign Relative Importance Points
- Set Performance Standards

-- .... --- 13. Supervisor signs and sends Work Plan

"' -: 14 - .] -to reviewer.

4. Reviewer checks Work Plan.

I A. Indicative of Job?

B. Meets Organizational requirements?

<C. Written in proper format?

5. Reviewer signs and returns Work Plan to
supervisor for employee's signature.

. 6. Employee and supervisor retain a copy of
the work plan.

J 1 4 7. Periodic Performance Reviews.
' 8. Supervisor completes and signs appraisal

and forwards it to reviewer at end of

".' 8 -appraisal.

9 Reviewer checks and signs appraisal.

10. Appraisal returned to supervisor to

' . obtain employee's signature.

11. Returned to supervisor for reaccomplish-
0 ment.

* 10
1. Returned to supervisor for reaccomplIsh-

ment.

(4 1) 1 4
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THE JPAS MEETINGS

THE WORK PLAN o Held at the beginning of each appraisal period

MEETING o lopics of discussion:

- Job Performance Elements

- Critical Elements

- Performance Standards

- Relative Importance Points

o Outcome of meeting - completed and signed Work Plan

o Employee receives a copy of the Work Plan

THE PERIODIC o Held at supervisor's direction

4PERFORM~ANCE o Topics of discussion:

REVIEW MEETING - Work Plan changes or revision

- Employee's job performance

- Follow-on actions required

o Outcome of meeting -Employee aware of where his/her

performance is in relationship

to standards

-Specific actions may be

taken to help improve

poor performance

o Overall performance is not rated

o Document changes to Work Plan as required by

AFR 40-452

4 o Employee receives copy of changes

THE APPRAISAL o Held at the end of each appraisal period

MEETING o Topics of discussion:

- Performance Accomplishments

- Overall Rating

- Work Plan for next appraisal period

o Outcome of meeting - Signed Performance Substan-

4 tiation and Overall Rating

o Employee receives a copy of the completed form

(4 125



rj t, Jo; i -V) P'.1 iturmjanct, Apprai sal : The document used to
0 M w~y. z woi k pla ;n , evaluation, and overall performance

I IV b L 11;t rt cu rrk nc t in e~ach year of the date of the last
witi trade inc rease, or pr omotion.

a I A 1  si y' syst eit ic com)tpa r i son o f a n emrplIoyee 's performance ofi
,uls and r es p, ns i b IiitI es wi th per Iormanc e s tandards .

Appy a isalI P-r iod: The ptzriud of time on which a performance appraisal
is based. lypically, appraisals are completed 60 days prior to the
i: niv,-rsary date of the- last within-grade increase. For Federal Wage

Y stentiployets , a ratirt; is dult 2 weeks prior to the completion of
t~n~rIist26weks of~mlvnn. Thereafter, the rating cycle is

hesitas tht G;eneral Schediilt. rat ing cycle.

A-l~.nc tinder Subchapter I of Chapter 43 oi 'litle 5, United States Code.

i nat ion Sh-a:Abznk , hciet of paper which may be used when , and
it, prforatic elemenits and pertormance standards change over time

I(tJV1it fre-asons. '11k cntnato sheet is attached to and
h,orres a3 part of the cffiial1 form.

IrtI cal. Job Performance Element A critical job performance element
i an t'lemt'nt of an employee's job that is of sufficient importance

6 f'hat p~rformance below the minimum performance standard established by
ri',niaetnt requires remedial action and denial of a within-grade
nwlr'ae ast''nd mlay b( thk basis for removing, reassigning, or demoting
hn -1ployee. !-ich action iia> be- taken without regard to performance

otlier ;(-bpr riac lmts

ihi individa for whom the work plan and performance
1 i .- p. rt par k d; viay a I n;o hi r ef erred to as the job incumbent.

i''nct ''ral Ca tegor' A job periormance, element consisting of two or
'i. ibe lInents whicht h;vt been) cilustered together due to similarity

( is sk. FoEch clusteri int' of subelements should be given a sub-
t h n. SowSLI kC.td hinctional categories are administration,

* vlikiicationi, directing:, maintaining, repairing, evaluating, planning,

0 , ''i' 11r iorna~inct hi In ,rlit A sig;nificant dfuty or task, derived by

'W- I (if tflt' ](h. A oh 1) r 1 orniance elemient nay be an important
A I~nib i Iit y u I fth0 pos it i on , o i, r snsII ()i t niay bv a specific project

oi task con s is ten t with or dIi ic LIy drawn from the duties and
r i (osi t ti s i n th pi o sitL io T u s cr ip tio n.

11I. lioEntry: A unt-or t-,;,-1intO job performance elem~enft

(~~)126



12. Non-Critical Job Perlormance Elemnint: A iob performance element which

has not been designated as critical, but which is nevertheless an
important part of the position and is considered in determining the
overall level of performance. Periormance below the minimum standard
established by management requir's counselip:,; and denial of within-grade
increases.

13. Overall Perfurmance Rating: An overall index of job performance
appraised by considering actual performance measured against expected
performance as specified by performance standards for each job
performance element in an employee's work plan.

14. Overall Performance Rating Scale: A scale with five levels from
SUPERIOR performance to UNACCEPTABLE performance used to rate the
overall performance of the employte.

15. Performance: An employee's accomplishment of assigned duties and

responsibilities.

16. Performance Ratings:

a. SUPERIOR - An overall rating of Superior will be assigned when an

employee exceeds the performance requirements of all of the job
performance elements of the work plan.

b. EXCELLENT - An overall rating of Excellent will be assigned when an
employee meets or exceeds the performance requirements of all of the
job performance elements of the work plan and exceeds the
performance requirements of the job performance elements which

represent at least 50% of the weight in importance of the work plan.

c. FULLY SUCCESSFUL - An overall rating ot Fully Successful will be
assigned when an employee meets the performance requirements of all
of the job performance elements of the work plan.

d. MINIMALLY ACCEPTABLE - An overall rating of Minimally Acceptable
will be assigned when an employee meets the performance requirements

of all critical job performance elements of the work plan, but does
not meet the performance requirements of one or more non-critical
job performance elements of the work plan.

e. UNACCEPTABLE - An overall rating of Unacceptable will be assigned
when an employee does not meet the performance requirements of one
or more critical job performance elemnts of the work plan.

17. Performance Appraisal System: A system which provides for
establishment of performance standards; identification of critical and
non-critical job performance elements; communication of performance
standards and job performance elements to employees; and evaluation of
employee performance against the requirements of the job performance
elements.
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, S 't-rtormance Standard: A description of the minimum level or range of
accomplishment necessary for satisfactory performance. Performance
standards are expressed in terms of qualitive or quantitive objectives,
specific actions, project assignments, or other requirements related to
job performance elements. There may be more than one standard for a
:in4It, pertormance element.

P. f'riw,,iQ Performance Reviews: Required meetings during the appraisal
1).rlod to review currency of job performance elements, to discuss work
pertormiance, and to take action if improvement is needed.

(:. Position Description: A description of the duties and responsibilities
assigned to the position. Position descriptions are written to ensure

" that major duties and responsibilities of the agency/organization have

h.cri assigned (AF Form 1378).

.'. atin& Ulticial: The supervisor who evaluates the performance of an
employee and who assigns the rating. This is the employee's immediate

* SUpe-rvisor.

kelative Importance Points: Relative importance points are assigned to

iob performance elements, but are not assigned individually to
Hrtormance standards. The relative importance points are to be
cornsidered an index of the relative importance of individual job
pfriormance elements. These points must sum to 100 and the points
given to the elements designated as critical must be at least 51.

23. Reviewing Official: The supervisor in the chain of command at the next
higher level to the rating official. This is the rating official's
supervisor of record. If the immediate supervisor is the highest level
in the chain of command at the installation, he or she will also serve
as the reviewing official. The reviewing official is sometimes

referred to as a reviewer.

-4. Satistactory Performance: A level of job performance which is neither
higher nor lower than would be expected from a majority of personnel in

similar position. The employee typically performs at a satisfactory
level, and mission requirements are achieved. Satisfactory performance
-s a level at which job standards are written and a level of

* performance which results in an overall rating of Fully Successful.

-. Supervisor (5 USC 7103 (a) (10)): An individual employed by an agency
having authority in the interest of the agency to hire, direct, assign,

Frufmot e, reward, transfer, furlough, layoff, recall, suspend,
discipline, or remove employees, to adjust their grievances, or to
elte, ively recommnend such action if the exercise of the authority is
not merely routine or clerical in nature but requires the consistent
exe'rcise of independent judgment. With respect to any unit, which

includes firefighters or nurses, the term "supervisor" includes only
,. ths individuals who devote a preponderance of their employment time

to ,xrcising such authority.
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26. Supervisor (SGEC) 2 : Incumbents in these positions perftorm a wid(It
range of duties with respect to three or more "non-support" employets
and are responsible to agency management for the quantity and quality ()I
the work done and for assuring efficient and economiciil woz k
operations. Functions include responsibility for plannin , rorgaizi',
and reviewing work, administering personnel matters, and dhalitky with
employee-management concerns. Typical supervisory duties includ
evaluation of employee performance, recommending sel'ct ions and
promotions, scheduling work operations, etc.

27. Within-Grade Pay Increase: A periodic monetary raise in the sanii. ,radt
awarded to an employee whose performance is rated as FULLY SU(;CCES.,Il. .t
better,

28. Work Plan: The written job performance elements and performant.
standards developed for the employee at the beginning of thc appraisal
period and documented on AF Form 1282, Job Performance Appraisal.

2

Two definitions of a supervisor are provided. The first definition appears
in the CSRA. The second definition appears in the Supervisory Grade

IEvaluation Guide (SCEG) published by the Office of Personnel Management. Air
Force supervisors must meet the criteria in both definitions.
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Check List #1

HOW TO WRIIE JOB PERFORMANCE ELEMENTS

1. Read carefully a copy of the Position Description.

2. Gather other information that relates to the job.

3. Using all of the job related information, write down the
major duties and responsibilities that are done on the job.

Some of these tasks may not be in the Position Description

or other related information.

I-_4. Look closely at all of the tasks. If they are trivial or
fairly unimportant, throw them out. Combine the tasks that
are very much alike and write them as one task.

5. Make sure the job performance elements are tasks that will
actually be done during the rating period.

6. Decide whether the tlements are to be written on the work

plan as line entries or functional categories, or a
combination ot the two. Then write the elements on page 2

. . of AF Form 1282.

7. If functional categories are used, make sure there is a

heading for each category (REVIEWING, PERSONNEL,
REPAIRING). Also make sure that each category has at least

2 subelements.

8. If line entries are used, the element should have an actioN

verb and a noun to describe the task. This form is also

best for writing subelements for functional categories in

most cases.

9. Number the elements in order, 1 ... , 2 . .. , 3...... If

functional categories are used, each subelement should be

numbered in order, 1. (1) ..., (2) ..., (3) ....

10. On page 2 of AF Form 1282 mark each element (not each
subelement) either critical or noncritical.

11. Assign relative important points to each element (not each
subelement) and write these points on the form. The points

for all elements on your Work Plan must add up to 100 and

the points for critical elements must add up to 51 or more

points.

NOTE: The entire functional category with all of its subelements makes up one

job performance element.

(49) 130

o..

* 'w . '%.° X . . -''. . 4...



'0

5.. Check List #2

HOW TO WRITE PERFORMANCE STANDARDS

1. Read over the job pertormance elements on page 2 of the

AF Form 1282 and think about how an employee must perform them

over the next year to be satisfactory. Statements of the l.vel at

which the elements will bc performed art- the standards.

2. Decide how many standards are necessary to describe how each

element will be performed. Write at least one standard for each

line entry element and at least one standard for each subelement

in a functional category. Write as many standards as are needed

for each element or subelement.

3. Make sure that the standards can be measured and observed by the

supervisor and that the employee can reasonably work at the level

indicated by the standard.

____4. Choose at least one measurable concept to write each standard:

Quality - how well will the element be performed; Timeliness - how
long will it take to perform the element or by what date will it

be finished; Quantity - how often will the task be performed or

how many things will be produced.

5. Make sure that at least one standard for each element can be

exceeded. If the standards for an element can't be exceeded, the

employee is not given an incentive to increase performance and

cannot receive a SUPERIOR rating. If the standards for elements

which represent 50 or more relative importance points of the total

work plan cannot be exceeded, the highest rating the employee can

receive is Fully Successful.

"-" 6. Develop each standard by finding the point below which performance

is unacceptable. Then, find the point above which performance is

exceptional. The resulting quality, quantity, or timeliness

* "values or ranges describe the performance of a successful employee

and outline a target to aim for.

_-_7. Write each standard on page 3 of AF Form 1282 and number them in

order to agree with the number of the element or subelement it is

written for. It there is only one standard for a line entry

element, the numbering is 1. ... , 2. ... , 3. ... , and for a

functional category the numbering is 1. (1) ... , (2) ... ,

(3) . .
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Verb List

lhe following is a list of some action verbs which may be used in writing

job performance elements. It is not a complete list of all verbs, but it is

extensive enough to give you a good idea which verbs are considered action verbs

for the purpose of the Job Performance Appraisal System.

*accepts considers fits paves ships

accomplishes contacts formulates plans shuts

accumulates contracts forwards plots signs

acknowledges coordinates functions presents slices

acquires corrects gears processes stores

activates cuts grafts promotes strips

adapts deals grants proofs submits

8ddx-sses deducts greets proposes subpoenas

OdjUdicates defends grinds protects substitutes

administers defines groups proves suggests

admits delegates guards provides supports

advises deploys guides publicizes sustains

*-aids describes handles qualifies tags

9Iters designates hauls quantifies takes

amends designs heads quarantines tastes

amortizes destroys helps questions teaches

* 'analyzes details holds rakes tears

*announces detects imparts rations tenders

*answers determines implants reads testifies

appoints deters improves receives tests

appraises develops includes recommends times

arranges directs initiates reconciles totals

*-assembles disapproves insists records tours

assesses disarms interprets recruits trains

*assigns disburses makes refers transports

assists discusses manages refinishes travels

attends dismantles mixes registers uncovers

audits dispenses monitors relays unities

authorizes disperses mops releases upgrades

hinds distributes motivates relegates utilizes

buys documents nails requests varies

calls downgrades names researches verities

*cance-ls draws narrows responds voids

crisengages notes retains watches

ashes escorts notifies returns works
establishes nurses reviews writes

lass if ies examines obtains revises
civans extends opens rewards

*collates fabricates operates rigs

Co~llects fastens orders runs

*commits feeds organizes salvages

*-communicates files oversees satisfies

compiles fills packs searches

compl et es films pastes sends

computes finds patches services

conducts finishes patrols settles
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EXAMPLES OF ELEMENTS AND STANDARDS

Line Entry Method

I. Supply Specialist
JOB PERFORMANCE ELEMENT: Completes pre-contract requirements.

STANDARDS: Data requirements are submitted in accordanct-
with divisi~on deadlines. Coordinates on
Purchases Requests and prepares and submits
provisioning data package in 4 to 5 working
days.

2. Management Assistant
JOB PERFORMANCE ELEMENT: Performs independent analysis of manpower data

to determine causes for large variances in the
It plan.

STANDARD: Independent analysis of the manpower data must
be completed 8 to 10 days after request tar
data.

* 3. Supply Specialist
JOB PERFORMANCE ELEMENT: Prepares and reviews AF Forms 86 for computer

input.

STANDARDS: initial computer inputs may be returned 3% to
5% of the time for correction. AF Forms 86
are completed 3 working days after information
is received.

4. Mathematical Statistician
JOB PERFORMANCE ELEMENT: Provides consultation on use of electronic

data processing techniques and equipment.

STANDARD: Only one complaint per quarter about
P consultation is allowed.

5. Modification Manager
JOB PERFORMANCE ELEMENT: Develops modification program analysis studies

and makes presentations.

STANDARD: Studies are completed and submitted to MMMN 40
to 60 days after initial direction.

6. Comnputer Scientist
JOB PERFORMANCE ELEMENT!: Serves as project officer

STANDARDS: Project cost overruns of $lOK to $20( are
permitted. No forward financing is required

for project.
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'.. I'LkFEMANC ELEIMN: Processes claims against the Government.

'-;N'I ANh D): Adequate instructions are provided to
claimants on tiling requirements so that
additional documentation is required on only 4
to 5 claims in 20. Claims are properly
adjudicated so that 2 to 4 in thirty need
readjudication. Supervision and assistance
are permitted on 10% to 202 of the claims
processed. Claims are properly prepared and
forwarded to higher headquarters so that 4 to
5 in 30 may be returned for additional
documentation.

6. Realty Specialist
.OZC PERFORMANCE ELEMENT: Obtains Hq USAF approval for real property

actions exceeding command approval authority.

IANAhKI)S: tour to five real property actions submitted
per month may be disapproved because of
insufficient information. HQ USAF delays in

approval due to request for additional
information are permitted on 3 to 5 action
items per year.

9. Llectronics En~ineer
JOb PEEFGRMANCE ELEMENI: Writes test cases to test functional areas of

the operational flight program.

SIANDAIiD: One page of test case description is written
per 6 hours expended.

[0 . Exp di t (I
- I,; I'EkFOIMANCE ELEMENT: Accomplishes inventories.

STANDARb: Bench stock items are inventoried weekly.

.-1. Clerk ypist
,(P P1kFOMANCE ELEMENT: Operates typewriter/Mag Card II.

0
STANDARD: Iwo to four substantiated complaints per month

are allowed for tailure to operate equipment
correctly.

'r,tarv
P (F I'ERFOhtMANCE ELEMEN : Plakes travel arrangements and prepares trip

schedule.

SIANDARDS: Confirms military or commercial airlift and

billeting reservations 3 to 5 days prior to
time of departure. Trip schedule is built two
days prior to departure. Travel voucher is

typed 4 to 8 hours from time of receipt of
draft with 2 typographical errors allowable.
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13. Electronics Engineer

JOB PERFOKMANCE ELEMENI: Mon itors electro-opt ics measuremtnt dod
control systems.

SIANDARDS: A detai ltd notebook on all designs developed

and experimental m ,asur ement s performed is
maintained and utpuated monthly. In frar ca
scanner electrical upgradc is completed 15 to
31 Oct.

Functional Category Method

1. Preservation Packer
PACKAGING: (1) Uses various methods of packing. (2) Uses proper

material handling methods. (3) Orders packaging supplies. (4)

Assembles and completes detailed POs.

STANDARDS: (1) Items are packed as requited in MIL P-116. The Accepted

Quality Level of 2.1% to 2.5% errors is maintained. (2) Items are

properly handled during all phases of packaging with 1% to 2k item damage

permitted. (3) Supply orders are placed and documented 20 to 30 minutes
after receipt and orders follow priority sequence. (4) Eighty fast-pack
items or 40 items on medium bulk lines are completed each day.

2. Management Assistant
MANPOWER: (1) Develops manpower capability. (2) Prepares manpower
spread sheet. (3) Develops employment plan.

STANDARDS: (1) Manpower capability for current and budget years must be

prepared 3 to 5 work days after being advised of changes. (2) Manpower

spread sheet must be prepared once each quarter to reflect all changes.
(3) Employment plan must be prepared 3 to 5 work days after change in
capability or manpower spread sheets.

3. Employee Development Clerk
TRAINING SCHEDULING: (1) Schedules in accordance with Master Lesson

Plan. (2) Coordinates with supervisor to minimize mission function
interruptions. (3) Coordinates facilities and equipment to course
requirements.4
STANDARDS: (1) Training classes are scheduled 2 to 3 weeks in advance
of start date. Classes do not deviate from Master Lesson Plan. (2)
Twelve to fifteen percent of section personnel may be scheduled at one

time without supervisory approval. (3) One or two valid complaints are

allowed per course.

4. Secretary
CLERICAL FUNCTIONS: (1) Types and proofreads instructional materials

(2) Prepares general correspondence. (3) Files teaching materials and

correspondence.

4 SIANDARDS: (1) Typing and proofreading is accomplished to meet aprerd

suspense dates. (2) One to two errors art allowed per pagt, of typing.

(3) All correspondence is filed weekly.
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I I I ik
i MVI. iN, ) vi wS Pat ent and royalty reports submitted by

[it ttc' . ( C:ht.cks I il,(s to see if royalties are to be paid and

11 -pcl ( S la dls a it I ni ca t(d.

'EIAPANI.: (1) Patent reports are reviewed and critiqued for compliance
witiI appl icabIt regulations and laws 3 to 5 working days after

11) ni ; is;ion. (2) Payments and determinations are processed 1 to 2 days
aIt er receipt .

', -. rl n gi neer

. ' IiV11 (,ORD I A7 INC: (1) Attends contractor, SPO, AFLC, and AFTEC
SI,, ti2 s. (2) Aids in preparation of AFTEC briefings. (3) Assists
c, ntractor, SP, AFLC, and TAC on technical or logistics problems.

,'lANI<ARD: (1) Ninety to ninety-five percent of key meetings are either
.-tttlided in person or representation is arranged. Trip reports reflect
liauiingiul participation, Meeting minutes are obtained and are on file I
1/2 to 2 weeks alter each meeting. (2) Briefing material conforms to
tormat and is submitted on specified deadlines. (3) All requests for
data or problem research are met 2 to 3 weeks after notification by

supervisor.

to c Specialist
-INAM IAl. MANAGEMENI: (1) Prepares appropriated and nonappropriated fund
biudgetl; and revisions. (2) Ensures that fees and charges are collected
and deposited IAW established directives.

S'JANDARDS: (1) Appropriated and nonappropriated fund budgets and
revisions are submitted by the established suspense dates. Monthly net
income in the nonappropriated fund budget is estimated to be 15Z (plus or
minus 3) the actual result. (2) One failure permitted per month to
deposit funds on schedule. Two to four incorrect daily cashier reports
are allowed during a month. Three to five overages or shortages are
pfermitted during a month.

(;hild Care Specialist

NUTI'IION FOOD SERVICES: (1) Plans meals and snacks. (2) Plans the
food aspects of special functions such as birthday parties and holiday
c(.lebrations. (3) Ensures the preparation and service of food. (4)
Supervises the implementation of the USDA Food Program and maintains the
r'quired records.

''IANDARDS: (1) A 4-week rotating menu is prepared and approved by the
hospital dietician with 2 to 3 revisions. (2) A special functions
ilendar is prepared monthly for review by supervisor and accepted with

011ly minor revisions. (3) Food operations may receive 3 to 5
unsatisfactory ratings from the veterinarian during a one year period.
(1,) Food is served and records are maintained lAW USDA Food Program.
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9. Contract Specialist
CONTRACT BRIEFS: (I) Extracts quality data from contract. (2)

Prepares contract briefs.

STANDARDS: (1) Pertinent quality information is extracted with 2 to 3

omissions allowed per contract. (2) Format noted in AESCh 74-2 is

followed with I to 2 errors per briet acceptablt.
10. Personnel Clerk

MAINTENANCE OF CCPO CEN'IRALIZED PUBLICAI ONS AND RECULA1lONS LIbRARY:

(1) Receives, dates, stamps, and forwards material to each sect ion.

(2) Posts and tiles regulations, changes, FPM bulletins, and letters.
(3) Orders all requirements of other publications.

STANDARDS: (1) Incoming material is forwarded to each section in I to 2

working days. (2) Postings of pertinent regulations are made to CPO

regulations in 1 to 2 weeks of receipt; other postings are accomplished

in 3 to 4 weeks. (3) Publication orders are made weekly.

11. Research Structural Engineer

COMMUNICATION AND REPORTS: (1) Presents papers at relevant scientific

meetings. (2) Documents technical activities.

SIANDARDS: (1) Two technical symposiums ar- attended a year and onut
research paper is presented every two years. (2) Data analysis and

experiments are documented in quick look reports 45 to 60 days and
analysis reports documented 5 to 6 months of the end of the technical

effort.

12. Computer Scientist
DATA PROCESSING EQUIPMENT MANAGEMENI: (1) Procures suppl i es for

equipment. (2) Procures maintenance service.

STANDARDS: (1) Supplies (cards, ink ribbons, etc.) are available 5 to 7
work days from time of request. (2) Work orders for repairing

malfunctioning equipment are submitted 4 to 6 hours from the time of
original complaint.

13. General Engineer
DESIGN CRITERIA: (1) Develops, publishes, and distributes the initial

Military Characteristics and SS. (2) Reviews test data and programs to

establish and verify weapon design criteria.

STANDARDS: (1) The designated date for MC and STS completion is met in
3 to 5 working days. (2) Documents are prepared so that a 36 to 48 hour
delay is permitted for any changes above Branch level. Recommendations

relating to test data and programs are returned only 2% to 5% of the time
because of error.

14. Electronics Engineer

CONTRACT MANAGEMENT: (1) Monitors all phases of the O&M contract. (2)

Performs deputy contractinF olficer responsibilities. (3) Acts as
office chief in the absence of chief.

STANDARDS: (1) All phases of the Division Operations and Maintenance

contract shall be monitored and documented weekly. The funding,
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rnan-tholrs, materials, anci supplies status and overall contract status shall be
Trmonitort-d and controlled and briefed on a weekly basis. (2) Contract

- ,rntndmt~nt.,, modifications, and other actions will be performed in a manner to
-. t.'r 85,, to 95% of suspenses. (3) Monthly SSO review briefings are conducted

Ln absence ot COR. Bi-monthly contractor review briefings are attended.
tatus repcrts of funds and budgetary requirements shall be accurate to + 3%.

15. Management Assistant
*SIAG]NG AREA: (1) Receives, sorts, and labels documentation for
*l torape. (2) Ships material to NRC at required intervals.

11AN [)AP US: ( I Documentation for storage is prepared with 1 to 2 errors
*allowable per box (2) Documentation is shipped 21 to 30 days of the date
* . it b'comos eligible.
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Cluck List 1,A,

How I1o Complete AF Form 1282

INSTRUCTIONS FOR PARTS I AND 11

____1. Read the instructions that give you general information about the
work plan and rating sections on page 1.

____2. Complete the Employee Identification part on page 1.

a. Enter the employee's last name, first name, and middle
initial.

___b. Enter the employee's Social Security Number.

c. Enter the employee's grade (WG, WL, WS, or GS).

___d. Enter the employee's occupational job series number.

e. Enter the title of the employee's occupational position.

___f. Enter the name of the employee's organization.

g. Enter the employee's office symbol.

___h. The REASON FOR APPRAISAL box is to be checked at the time
that the employee's rating is made. Ibis will usually be the
annual appraisal. If the appraisal is for some other reason
such as a time of promotion, then check the box labeled OTHER
and write in the reason for the appraisal.

___i. Enter the date of the start of the employee's appraisal
period in the FROM box. Do not fill in the TO box until the
rating is made.

j. Enter the date the employee will be eligible for his or her
next within grade (step) increase.

___k. If the employee supervises any employees, enter the number of

civilians and/or military employees that are supervised in the
appropriate box. If the employee does not supervise, check
the block marked NONE.

WORK PLAN AUTHENTICATION

____3. Type in the names, grades, and duty titles of the supervisor and
the reviewing official in the Work Plan Authentication Section.
When the Work Plan is completed, the supervisor, the reviewing
official, and the employee should sign and date this section.
Employees signature indicates that hie or she has seen the Work
Plan and discussed it with the supervisor. Employee signature
does not indicate agreement or disagreement with the Work Plan.
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PARkI I WORK PLAN JOB PERFORMANCE ELEMENTS

4. Enter the employee's job performance elements on page 2, Part I
- Work Plan Job Pertormance Elements. Use either the line-entry
method or the functional-category method or a combination of the
two methods. For further information, refer back to page 49, How
to Write Job Performance Elements.

_ a. For each element put a check in either the critical or
non-critical column.

b. Write in the number of Relative Importance Points you have
given to each element. The evaluation section will be
completed by the supervisor at the time the rating is made.
Only one column, EXCEEDED, MET, or DID NOT MEET, will be
checked for each element.

PARI I - WORK PLAN PERFORMANCE STANDARDS

S5. Enter the employee's performance standards on page 3, Part II
- Work Plan Performance Standards. For more information, refer
back to page 50, How to Write Performance Standards.

PART III - PERFORMANCE SUBSTANTIATION AND OVERALL PERFORMANCE RATING

6. When the employee's rating is made, write substantiations for the
elements evaluations on page 4, Part III - Performance
Substantiation and Overall Performance Rating. For more
information, refer to page 68, How to Rate an Employee.

,__._7. Put a check in the correct overall performance rating block
.* (SUPERIOR, EXCELLENT, FULLY SUCCESSFUL, MINIMALLY ACCEPTABLE, or

UNACCEPTABLE).

-_. 8. When the rating is approved, the supervisor, reviewing official,
and employee should sign and date the form. Employee's signature
indicates that he or she has seen the rating and discussed it with
the supervisor. Employee's signature does not indicate agreement

* or disagreement with the rating.

0
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JOB PERFORMANCE APPRAISAL

INSTRUCTIONS FOR PARTS I AND 11 tPart, land If compolse gAr Work flgnj INS I R tIK IONS I-OR PAR I Ill
The supervisor should encourage the employee to participate in the Th~e rating process ia primarily a supervisory function with the

development of the Work Plan Job Performance Elements and Performance approval of the reviewing official. The supervisor must deterine it
Standards. Elements must reflect the actual work to be Performed during the employee EXCEEDED, MET, or DID NOT ME[ T the requirements
the apprasal period, and the performance standards must be written at a of the standards, and then check the appropriate column in Part 1,I The
level which reflects satisfactory performance. supervisor must then enter in Pant Ill a brief comment concerning per

turmance on each Job Performance Element in support of a "DIDp No SI
*Job Performance Elements may be written using either the fine entrs Mt- FT' or "EXCE'EDED" evaluation. If all requirements are *'Ml

method or the functional category method, but must be numbered con- Liment. -1-mployee met all requirements" is sufficient i
secutively in either case. The line entry method requires that an element
be written as a one or two line phrase. The functional category method All of the Joh Performance Elements evaluations then dete rmine t1
may be used when a number of subelements can be clustered under overall Performance Rating to be assigned, as indicated in the tOverall
a functionz-I heading such as: Administration, Communication, Direct- Performance Rating Scale shown below.
ing, Planninf, Maintaining, Repairing. Supplying, etc. If functional
categories ar- used, the subelements may be written in narrative s" le '.tKALL PERIFORMANCE RATING SCALI

* or line entry format with further numbering of subelements under each
functional category. St', RIOR F mployee exceeds the performance requir'nienui

the job pt 'tornrante elements of the work plan.
One or more Job Pertormance Elements must be identified as Lcritik a)

A total of 100 Relative Importance Points must be distributed among I X&I LLI NI I mployee meeisor exceeds the performance tcquivrm:.isi
all elements (but not subelements) with at least 5 1 points assigned to of all the job performance elements of the work plan and esreeds rthe pem
critical elements. tormance requirements of the job performance elements whic Ii reptrtcit

at least 501' of the relative weight in importance of the work plait
If applicable, managerial and supervisory work plans must reflect

Job Performance Elements that indicate effort toward establishing I LLY SUCCESSFUL: Employee meets the perforrsance requirr-merits
*work plans and meeting affirmative action goals, and achieving equal of all the job performance elements of the work plan

opporrurut requirements. A supervisor's work plan should reflect re-
*sponibility for evaluating a subordinate's job performance in a fair and MINIMAL.LY ACCEPTABLE: Employee meets the pettornmnc' r--quir-

impartial manner. mens of all critical job performance elements of the work plan, but dors
not meet the performance requirements of one or more nom-ryitic it 1,,

When evaluating an employee's job performance, the following evalua- performance elements.
tion options will be used: (1) Employee DID NOT MEET the requirements
of the standards; (2) Employee MET the requirements of the standards, UNACCEPTABLE: Employee does not meet the reqoitrerif of 'oi or
or (3) Employee EXCEEDED the requirements of the standards, more critical job performance elements of the work plait

EMPLOYEE IDENTIFICATION

NAME OF EMPLOYEE (Last. First. Middle Initial) SA GRADE T U III US

NASHINGTON. Richard S. 000-00-0000 WG-7 I 9J1
POIINTTEORGANIZATION OF1iE auno

atras n qlat tExamniner D5F SAM _______

REASON FOR APPRAISAL PERIOD OF APPRAISAL

MANNUAL El OTHER (specify) FROM TO

___ ___ ___ ___ ___ _ I 1Oct 81 19 Auci82
D-ATE; ELIGUSILE FOR NEXT WITHIN GRADE INCREASE NUMBER OF EMPLOYEES DIRECTLY SUPERVISEID

NONE (Check block) CIVILIAN MILITARY

19 Oct 82

-____ -- WORK PLAN AUTHENTICATION

THE JOB PERFORMANCE ELEMENTS AND PERFORMANCE STANDARDS DEVELOPED IN THIS WORK PLAN ARE A RESULI 01 A

JOB ANALYSIS USING ALL AVAILABLE SOURCE MATERIAL INCLUDING A THOROUGH REVIEW OF THE CURRENT POSI IOSN

DESCRIPTION AND ANY ORAL OR WRITTEN INPUT FROM THE EMPLOYEE.
SUPERVISOR (Rating Official)

NAMEW G RADE, DUTY TIL INTR AT

Davis, Florence E., WS-09 4J.C .
Materials & Equipment Supervisor 6 Sep_ __1

REVIEWING OFFICIAL --

Henderson, Benjamin W., WS-13I
materials & Equipment Chief __

SIGNATRE - OPY RC~iV~i~mstueofemr 7 7 Joa not oro nlrlagement with the work plan.) JDT
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS
EVALU-
ATION

J I-
NUMBil R EACH J08 PERFORMANCE ELEMENT AND SUBELEMENT. b ,
,'HCl CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT.
ENTE R RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. ,.

uz0 x

1 I ;ue; matprial . X 25

Stores bin receipts. X 171 X

3 Inventories material. X 17

. Inspects material. X 26 X

5. Posts stock list changes. X 15 jX

E---_ -. _ __.. .. . ~--... ....... .. . . .. _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ - -

PAGE It OF 4 PAGEUs
(61) 142
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PART II -WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART I.

1. Issues to maintenance are performed at pace of 9 issues per hour.
Issues to tenant organizations are performed at a pace of 10 issues per, hour.
Off base issues are performed at a pace of 12 issues per hour. All issues
are performed with a 2.1o to 2.5, error rate permitted.

2. Material is binned at a rate of 20 debits per hour. Quality level is at a 2.1 to
2.5-, error rate permitted on all binning actions.

3. Counts are made at a rate of 39 counts per hour. Quality level is at a permitted (,r r
... _ -a~p nf 1 _I . t~n 2 _S _. ... .. .

4. Inspection on issues meet a quality level of 2.1, to 2.5, allowable error rate.

FMS, SAP, and SAM shipments meet a quality level of 0.65'. to 0.75. allowable error
rate.

5. Stock list changes are performed at a rate of 65 to 70 changes per hour.
Quality level is allowed a 3. to 3.5. error rate.

(62) 143 PAGE , OP 4 PAGE,
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JOB PERFORMANCE APPRAISAL

INSTRUCTIONS FOR PARTS I AND) II (tarts land 11 comprise the-Work Plani INS IRU~( l IONS I OR PARtIII

The supervisor should encourage the employee to participate in the The rating process is primrarily aulic vi-i Ito, I, ;i ',I Ii 1 71
development of the Work Plan Job Performance Elements and Performance approval of the revrevk ing official I he supcrt.,,, -11 11
Standards. Elements must reflect the actual work to be performed during the employere I X( I- DFll Ml 1, or DI ro1 1 1 1 1 i,-
the appraisa period, and the performance standards must be written at a of the standards, and then che k the api : i, I, ii. 11..11
level which reflects satisfactory performance. Silpervisl In iiist 1heturntei ir In Par I 1ll ., tin- is .- i.

lriantene acti Joinrlerioraoann I tii: iti i,q~ ip i .

Joh Performance Elemients riay be written using either the litne entry %il I- I or A X( I I DI1 D- evaluatin i I il rn.1 ii, 1;,, 10, no, Ml I
* - ~ mtir hod ort the lu netional ca tegoorri mthod, but must be numbered Li or coirihiet. "I or il iise mc in all r ciluirnrri Is 10, 1 wfII

secrntnvel in either case. The line entry method requires that an elerrent
he written as a nine or t%%o line phrase. The functional category methodl At] ot the Joib Perfornrancec lIIrri tiit i.Ii 1i.rrlt-
nay he used when a numnber of subelements can be clustered under Overall Pert rnrraice Rating tin he assignc. i, mirul., in 11,tcii

a functional treading such as: Administration, Communication, Direct- Performance Rating Scale sh,.wn helo,sn
* rug. Planning, Maintaining. Repairing, Supplying, etc. If functional

catevories arc used, the subelements may be written in narrative style (Al RAIl I It l)RkAN( I Pi \1'( ',Ii ii
* or line entry formual wish further numbering of subelements under each

tuni.tioinal categry. SUPillRI~tH I irplinse vkcueds Irl, in iin :.
thre job prtorrinie C eirrnint it thei 'sn, -ii:

One or nmore Jorh Performrance Ilements must be identified as critical.
A rotal of 1001 Relative Importance Points must be distributed anmong I X(l [ 1.1 NtI I IIrnli nCC lIrCIs~fL\C 'IS e Iccilup.c, I -, r w, w
all elemrents (brt not stibelenientsj with at least 5I points assigned to oil all the job pertiriAnc. elemeints tt ic %, pir n it, minI S, -! il p-T

* iritical element% foriance requirerments of the jonb pcrlIriiirc t -in i wn hit t-ns i0

at least 50r; of the relative weright in iiit~rrnw-~ th, '4.k ILo
* If applicable. managerial and supervisory work plans must reflect

*Job Peirrrance Elements that indicate effort toward establishing I Ut LYs St? '(I SSI tI I niployce ruect%.h Ii 1, 1-1 ii i ii

work plans and meeting atlfirniative action goals, and achieving equal of all tire job perfonrmrance eerits tit the -ik ILo
opprtunity requirements. A supervisor's work plan should reflect re-
spcrnibtilrty for evaluating a subordinate's job performance in a lair arid MNNIM ALLY Al (I I P[ Alit I I mirhil Cic it,, (, <ni. il Inet
inparil ruanner. nints of all critical tiol pertiraic Olrirui' it .. I t i., -- ip.i, I'il d-c

not meet thne lpertiirriarnce retlilirrer cnrts itni ,nt i- :1 i (, W I i I
When evaluating an employee's job performance, the following evaiua- perfornmance elements.

- !ion options will be used: (I) Employee DID NOT MEET the requirements
if tire standards; (2) Employee MET the requirements of the standards; I[NAC( I-PPFABI 1:I.l-mplo)ec does nit mreni Ii h j+.t in :ii. I -,tn,

*or 131 Lnrployee EXCEEDI) thre requirements of the standards. mrore critical job pertirianci, elemernt% of tiv ,t-,n -

EMPLOYEE IDENTIFICATION

NAME OF EMPLOYER (Loat, First, Middle Initial) $SAN 'RDEJOB SEFRILS

* KELLY, John A. 000-00-0000 -2 .
POSITION ITLE ORGANIZATION OFFICE SYMBOL.

Industrial Engineer . _AFA~LL - W -.---- Q
REASON FOR APPRAISAL PERIODJ OF APPRA5ISAL

- . ~ANNUAL El OTHER ISpeCify) -- 7-

DATE ELIGIBLE FOR NEXT WITHIN GRADE INCREASE NU.MBER OF32OES IET UNIIi1
NO0NE (Check block)i CIVILIAN MILITARY

7Apr 82

WORK PLAN AUTHENTICATION

THE JOB PERFORMANCE ELEMENTS AND PERFORMANCE STANDARDS DEVELOPED IN THIS WORK PLAN Ant 7 Iit .it t 1i .1

JOB ANALYSIS USING ALL AVAILABLE SOURCE MATERIAL INCLUDING A THOROUG H RE VIEW OF TIIF (ruiflt NjI -1! 1.
DESCRIPTION AND ANY ORAL OR WRITTEN INPUT FROM THE EMPLOYEE

K SUPERVISOR (Rating officil
6 NAE GRADE.ODUTY TITLE. . -. . ~ INTR ~

* l~Sm~th, Leslie H., GS-13
I~hif~Opratons ffI~ - EVIEWkNG OFFICIAL

NAME, GRADE. DUTY TITLE I SIG7N TUWE- flAt

Jones, Jo M., Colonel, USAF
Ch'#ir MvanagitSeq port Off ice ___. ~ 3

f~r~ YRC~iEO(~otue / EMPLOYEE
AtTUREi COf emplovee doe# flir I r dc agreernerr vei dl ~ent 1,inth the uo,k iitlai.) UATE
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* PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

. AT ION_

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT. - W

CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT.
ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. < i a. 0

1. MANAGING: (1) Controls allocation/utilization of administrative X 51 X
facilities. (2) Controls communications services. (3) Reviews anid
3apruves AFALD major services contracts. (4) Manages shelter for
disaster preparedness Program. (5) Manages building maintenance program.
6) anaqes building fire control program. (7) Supervises equipment

J.,D rcr, ases.

7 COMkNI]ATION: (I) Coordinates team effort in major projects. X 4 X
T2) Prepares technical reports and presentations. (3) Keeps abreast of
new technology.

3. PLANNING: (1) Develops command section policy and procedures. X 20 x
(2) Plans and conducts management research.

______________... ..______________{.. .-

. -, manpower feasibility studies. X 5 ix

0.-.

*_ I ______

(65 )146 PASSI SOF 4PAG613
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PART II - WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART I

-. (1) Square footage for personnel and equipment is allocated at 15' to 20 of baso
standard. Preliminary reallocation studies are completed semi-annually on due date.
(2) Communication requests are approved or disapproved 4 to 5 days after request.

! A & C lines are allocated according to base standards. (3) Contractual requirements
of janitorial contract are met and conform with contract specifications. (4) Shelter
conforms to the requirements of the base Disaster Preparedness regulation. A satis-

factory rating is received on all elements of the shelter inspection. (5) All buildinn
"I"maintenance discrepancies are received, logged, and reported through proper Civil

' I Engineering channels 40 to 48 hours after receipt. (6) All fire inspection report,

are responded to P to 10 days after receipt. (7) Completeness and proper justification

of AF Form 601b is assured. Actual expenditure for equipment is 8, to 10 of budieted
amount.

- o

2. (1) Weekly team meetings are held to coordinate major projects. One to two milestones
may be slipped due to poor team planning or scheduling. (2) Technical portion of staff
work is approved by higher management with one revision allowed. (3) Quarterly reports
reviewing new technology in industry and other government agencies are prepared.

:-3. (1) Directives detailing functional responsibilities are prepared and updated weekly.
(2) Research plans are prepared in accordance with management directives and submitted
on date set up by management.

4. Impact report of manpower and space changes are prepared on a quarterly basis.

-1

6
(66) 147PAGE 3 OF' 4 PAGES66...7

S.*I* . . . . . .. * * ~



Check List #4

HO0W TO RATE AN EMPLOYEE

_______Read over the employee's work plan on pages 2 and 3 of AF Form
1282.

2. Review the notes you have taken on the employee's performance
throughout the rating period.

3. Compare the employee's standards to the actual pertormance

throughout the year. If the employee performed an element at the
level shown by the standards on the work plan, you must mark the
element MET. If the employee performed at a higher level than
shown by the standards, you must mark the element EXCEEDED. it
the employee did not perform up to the level shown by the

* standards, you must mark the element DID NYJ MEET.

____4. Turn back to page 2 of the form and look at the last three columns
titled evaluation. Mark each line entry element or each
functional category element (not each subelement) as MET,

* EXCEEDED, or DID NOT MEET.

____5. Look at the top of page 4 of the form. You must write a

substantiation for the evaluation for each element. It the
employee met the standard requirements of an element, then all you
need to write is "Employee met all requirements." If an element

* is marked either EXCEEDED or DID NOT MEET, you must explain how
the requirements were exceeded or not met.

____6 Review the Overall Performance Rating Scale on page 1 ot the
form. Add up the number of relative importance points that were
either met, exceeded, or not met and decide which rating you must
give the employee.

*7. Look at page 4 and mark the correct overall performance rating far
the employee.

*(68) 149



Rating Errors

.. iA r,.-Ir.s accurate cvaluat ion, to the maximum extent possible, of employee

lo h) . r t ormance on the basis of objective criteria. This requires the

sup.rvi~or to make sound decisions. There are problems in evaluating human

SertonaT c,. Some of the common judgment errors made by supervisors and a way

ot av, i .1 i m these errors are listed below.

Cu L of the most common errors made by supervisors is called the halo effect.

A pvisor develops an overall impression of a person on the basis of one or

two behavioral characteristics. This effect should not be allowed to

influence the evaluation of other specific qualities or accomplishments of the
'mpilovees.

Thre -re several ways to avoid or reduce the halo effect:

- Consider each job performance element on its own merit.
- Remain as objective as possible when evaluating an individual.

-"Base evaluation of performance relative to the performance standards.

', i, i *, v krror

.,t i. ,omnion as the halo error is the leniency error. The tendency here is

,, t, rat everyone very favorable on all characteristics. There is a tendency

in our society to want to be above average. To be rated average is almost

unacceptable. Thus, many supervisors group their ratings at the favorable end

. of th, scale. The leniency error can be distinguished from the halo error

-iecause all the ratings are always in the favorable direction. In order to

-avoid this error, the supervisor should analyze personal feelings and

r:otivations regarding the rating and evaluate performance only against set

"tandards.

Ti. ;sporvisors should realize that the ratings they give may reflect upon

1 Theor. Their own management skills are being evaluated and an honest appraisal

may not always be pleasant. It is the duty of the supervisor to give an

•",,r te, objective evaluation. The leniency error can also be reduced by

havi, , a clear understanding of the terms used on the rating scale.

Frr, r el Central Tendency

'. •,,rror of central tendency consists of rating everyone in the average range

AI a! yialities. This is especially true when supervisors are required to

-. ,I ext ensive written justification of ratings other than FULLY

-F; 1-F . This rating pnalizes the EXCELLENT or SUPERIOR employee and

th, MINIMALIlY ACCEPTABLE OR UNACCEPTA3LE employee. In order to avoid

. .l. ,rr,,r, it is necessary for the supervisor to observe actual job

.rm.flnce of rmplovees and rate them according to that performance.

" i.. to;il,, leniency, and the central tendency errors are among the most common
1h.i m by :lupi-rvi sors. In order to minimize these errors, it is

.". .,,, ;e'nt ]iai that supervisors be as objective and accurate as possible.

(,;9) 150
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RATINGS vs POTENTIAL OUTCOMES CHARI

Extra
Within-Grade Considered for Years of Others

Increase Promotion Creditable
Service

Requires action to
UNACCEPTABLE improve. If continued

NO NONONE may be reassigned,
demoted, or removed.

MINIMALLY Requires action to
ACCEPTABLE NON OEimprove (training)

FULLY Nn
* SCCSSULYES YES NONE

Supervisor may
EXCELLENT YSYS2 RSConsider for

Awards

Supervisor may
*SUPERIOR Consider for

YES YES 4 YRS Awards

*(70) ],)
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THE JPAS EMPLOYEES' QUESlIONS AND ANSWERS SHEEI

Question: When does the new JPAS System start?

Answer: For you, the employee, the JPAS start date is October 1, 1981.

Qtlostion: How long is the appraisal period for General Schedule Employees?

Aiiswtr: It usually begins 60 days before the anniversary date of your last
within-grade-increase or promotion and continues through the next
12 months. Ratings are given annually thereafter, 60 days before
the anniversary date.

Quistion. Why doesn't my supervisor have to go through this kind of system?

Answer: Each civilian supervisor does. Your supervisor develops a work
plan with his or her immediate supervisor, just like you do with
your supervisor. In fact, many supervisors will be under the JPAS

*just like you are. The others will be under the General Manager
Appraisal System which is similar to the JPAS. Military are
covered by the OER or APR system.

Question: Do I have to help write the work plan?

Answer: No, but you would be wise to do so if your supervisor requests
your help. After all, who knows what your job responsibilities
are better than you do?

Question: What if my Position Description is out of date?

Answer: If your duties no longer match your position description, ask for
. j-a meeting with your supervisor to discuss the changes to be made,
- including new job performance elements and standards. Look at it

this way, it's also in your supervisor's best interests for you to
have an accurate Position Description.

" %-2 ,estion: What if I disagree with my work plan?

A,'sw* r: hanagement makes the final determination of job performance
elements and performance standards. This is why you are asked to
have meetings with your supervisor. During these meetings, you
should discuss with your supervisor areas of disagreement. If you
still are dissatisfied, you can appeal to the reviewing official
(normally your supervisor's supervisor). The reviewing official
has the final say in resolving work plan disagreements. The
reviewing official may meet with you, as well as your supervisor,
to hear each side of the story before making a final decision.

(7) 15?
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Question: What if my job responsibilities change during the year?

Answer: Meet with your supervisor to have your job performance elements
and performance standards changed to match your responsibilities.

Question: What if I change jobs during the year?

Answer: Your supervisor's copy of your current performance appraisal form
will be sent to your new supervisor. Your new supervisor will set

up an appointment with you to talk about your new job performance
elements and performance standards and to prepare a new wor-k

plan. If you are assigned to a new job under the same supervisor,
a new or revised work plan will be required.

Question: What if I get a new supervisor during the year?

- .Answer: It you have worked under your old supervisor long enough for an
appraisal to be rendered, you and he or she will meet for a
closeout appraisal and discussion before he/she leaves, It you

have not worked under your supervisor long enough for an appraisal
to be rendered, your work plan and performance documentations will
be sent to your new supervisor. Meet with him or her. He/She

will also want to talk to you about your job duties.

Question: H~ow will I know how I'm doing during the year?

Answer: That 's what the required periodic meetings between you and your
supervisor are for. You are encouraged to participate in these
meetings to find out where you are compared to your performance
standards.

Question: What if I need help meeting the standards?

Answer: Ask for it. One of the reasons for the JPAS is to determine the
training needs of the employees. Don't forget that if your

* supervisor helps you to meet your standards, it makes him/her look
good because it gives him/her a more efficient work force.

Question: I 'll bet the new system is rigged so that only 1% of the work
force will get a superior rating.

Answer: Not true. Office of Personnel Management Directives and Air Force
Regulations state that "No forced distribution of ratings is

permitted."

( 1) 15 3



0, t tt,': What it I disagre, with my rating?

w I rs t , you need to remember that job performance elements and
p, rtormance standard, are not grievable.

*cond Iy , you can request a meeting with the reviewing official
thruugh your supervisor. His/Her judgment is the final authority

in tht rating process.
Thirdly, you can complain through the Air Force grievance system
in AFR 40-771, "Appeal and Grievance Procedures."
Complaints of discrimination - based on race, color, religion,
national origin, sex, age, or handicapping conditions are handled
separately under the EEO Discrimination System.
The Merit Systems Protection Board (MSPB) will not hear any
appeals concerning ratings, performance standards, or job
perioriance elements. An appeal can be made to the MSPB for
rkmoval or demotion because of continued unacceptable

pvr tormarice.

-" .',tiot]: I am represented by a union. How does that effect my part in the
J 'AS?

It you have a disagreement or complaint about your rating, check
with your union representative for the grievance system procedure

y;our union has negotiated with the Air Force.

Ql(lu st -Jo: What does the overall performance rating mean as far as my future
is co ncerned?

An-w,.r: The overall performance rating is used for a variety of personnel
actions. For example, your overall performance rating is used as
a basis for granting special achievement, honorary, or functional
awards. Beyond that, a FULLY SUCCESSFUL rating will get you your
within-grade increase. A SUPERIOR rating gives you four years of
service added to your creditable service for reduction in force
for the year your rating is in effect. An EXCELLENT rating gives
you two years of creditable service for the year your rating is in
t f effttct. A MININALLY ACCEPIABLL rating can result in a loss of
your within-grade-increase. An UNACCEPTABLE rating can lead to
rvassinment, reduction in grade, or removal. However, you can't

be renoved or demoted unless you continue to perform unacceptably
alter management has tried to help you and given you a reasonable
amount of time to improve.

,,,,l oll: What rating do I need to get a promotion?

Answer: No rating will assure you a promotion. Ratings act as a screen to
dtermine initial entitlement to promotion consideration. If you
,et at least a Fully Successful rating, you will be considered for

* " pr,mot ion as vacancies for which you qualify occur.

(3 154

::i:.....................* .



Question: I don't care what you say, you can't take personal opinion out of

the ratings.

Answer: It would be difficult to say that the above statement is

completely false. However, the purpose of the JPAS is to remove

as much of the potential for subjective judgment as possible.

This is why the details of your work plan are spelled out in

advance - so you'll know exactly how your performance is going to

be judged. it's why additional progress meetings during the

appraisal period are required. It's why you have a chance for

input into the position description and performance standards.

Question: Why do Federal Wage Schedule employees get two performance ratings

in their first year of employment while General Schedule employees

only get one?

Answer: Federal Wage Schedule employees are eligible for a step increase

after their first 26 weeks of employment. General Schedule

employees are eligible for a within-grade increase after 52 weeks

of employment.

(74) 155
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APPENDIX C

Extra Work Sheets
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT. < 4

CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. z Z 0

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. -
> <
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PART I - WORK PLAN JOB PERFORMANCE ELEMENTS
EVALU-
AT ION

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT.
CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. , Z

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT. 0

, I
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PART I- WORK PLAN JOB PERFORMANCE ELEMENTS

SV AL tU

J ; -

NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT. u lu0
CHECK CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. j ; r

ENTER RELATIVE IMPORTANCE POINTS FOR EACH ELEMENT 4 > U ;i '
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~ PART I - WORK PLAN JOB PERFORMANCE ELEMENTS
EVALU-
ATION~

4 i I-
NUMBER EACH JOB PERFORMANCE ELEMENT AND SUBELEMENT ( U
,HE CI CRITICAL OR NON-CRITICAL BOX FOR EACH ELEMENT. J .j~

E-N I E R E LATI VE I MPORTANCE POI NTS FOR EACH E LEMENT. u0 h

u z w
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PART 11 WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS L iTED IN PART 1.

PAGZ 2 OF 4 PAGKS
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* PART I11- WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART I.

PAGE 3 OF 4 PAGES
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PART I- WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART I

* I +

*. I

".-[

"0

PAGE 3 or 4 PACES
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0 PART II WORK PLAN PERFORMANCE STANDARDS

NUMBER EACH PERFORMANCE STANDARD TO CORRESPOND WITH THE JOB
PERFORMANCE ELEMENTS AND SUBELEMENTS LISTED IN PART 1.

S)164
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N AAL_'.. PLAN FON THE AIR FOCE
"- '. Ju PERI1Ol',ANCE APPRAISAL SYSTEI (JPAS)

c.. " , ',i a proposal for the ongoing evaluation and analysis
S ~,,. , . s, Il system (JPAS) designed by the Air Force

"-' , ,-o (rFHRL) for implementation and administration by
,. ',cArate of Civilian Personnel. It has been written to

n 1h-t '1irectorate in their efforts to ensure that Air
i,, rsol,-l appraisal systems are and remain effective in terms

, ,..:ss awl ileir acceptance by the work force. The proposal
: ,I7ly t.: t ie Job Performance Appraisal System (JPAS), but has

i 1.: , h, c,.)nsi-tent also with the Senior Executive Appraisal
.,f, the Gearal Hanager Appraisal System (GtAS). Many of the

u>. s, a d evaluation items described in this proposal were
.- rt ,ith Office of Civilian Personnel Operations (OCPO)

iK :: I with pi elininary evaluation of GHAS implementation. In
, ! Ir:r questions came from drafts of various field test reports

.a.. i. I; sal systemi evaluations.

0 0
'vice Reformi Act of 1978 (CSRA) required agencies to develop
,rsal., systerIs to be used for a wide range of personnel

,ions. Tie CSRA levied the following basic requirements in
r*:.I to ,..c: appraisal systems:

. would encourage employee participation in establishing job
, .. ,j:cLives.

A ie, would inform employees of the critical elements and
,ards of their jobs.

Agi Jes would use the performance appraisals as a basis for
dr.I-i:is h- rain, reward, assign, promote, demote, retain, or remove

.-.* . "' , 'as.

lho Aii !arce dcvolop~d and implomented three such appraisal systems in
*sc V~rw~ equirerents:

• 0. TIhc ,ir Executive Appraisal Systeci (SEAS), applicable to members
re,, .],:' :orrmed Senior Executive Service. The SEAS is not covered in

, L, Geneal 1anager Appraisal System (GIIAS), applicable to
,,:.i; ' , i marnagers in grades GS-13 through GS-15. The GIIAS is not
(c, , in ifhis- report.

c. lit) Ioli Porformiance A\ppraisal System (JPAS), applicable to virtually
.,I : (hr Air Iorce Appropriated Fund civilian employees. This report deals

i Ical ';with the ,PAS.

. . . .,.-
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- ' " . , - - . , ° - i - - . i e ( f u the P, 41 1 C

e r (j uo , f:i13 1" L
I . , : t ,e ' rjNji of the jppraisil period. kis;

K.LC t A c. FI - e !uI ts" (desct iptions ot Ihe
' du! k-s, E, : rcs r)o ibi 1 ities) and "performan ce

, . .a j -.. '.ri al, ;: ~ a] It, rendere].! i -

. s the u n -, , fo ,unce 'oC; each job per'fcrlrmallc,-
:L. W'rll r does LnIs I/ crec, incl 1pp .pr iate blocks oi tihe

, a 1 a tcai 1g oat the ii ;oyee "exceeded," "let," or "did icil
-. "; . .. Ql Ili .i ,: SUP, I'V1S .i nist s"L :tarti iatc ea(1

: i rSL Irj. it u vera pe ,:a(ce i iL t i n.c,
C I '. . . , gs o: in'Jivji c .]I joh pc.rfcrr:.,nce 0 elel:n it,.

2ra : .r: ",.-U "LI, "I.>., 115. Successful,
'* , -. .:r, . i , !',,v" Lll . m'i'.Je ." W,, , the appraisal procc:%s

. , rl ;t . of ,,_ J - b le s c,'; t.,i o rf action rust L;e

v~~ Suc' icC io! may Ifrclude rem edial trainingj,
r ' , crr, Lr VII n ei 2-I]'.val from Federal service.

,- -;j•', -as .ic C :rt

;Ktj " t we 1 a errgy went into the deve lopment and implementation
luch more time and energy w i I1 go into continuing

L 1 [ this and other civilian appraisal systems. The
" bi 'I f A it Force managers to use resources effectively thus makes

e% c,"rtia I C!' , o( rcept of an ongoing assessment of the JPAS. Further, the
, Gw 1, -ri..u on FEployee SelecLion mandate tracking and documenting

p. yt , .r formnlt-e--parLicularly if there is any possible adverse
''A as , i by the "four-fif hs rule." This proposal takes these

•. i 11 .o,)idcrittion and presents an evaluation and analysis plan
:. .;: ,i:. ccct-e,,etvencss in miud. That is, the procedures proposed

.. .e.. .Kr 'a ,,v , resu ,ts at minimuimi costs.

The eluc.i on and analysis of the JPAS should be managed by a
C. i.iiz, :, ii Ce of primary responsibility (OPR), and this OPR should be

r- e lre t(, prc,,e an annual report as a product of its efforts. For
"'0C,5ss ' li s papcr, the OPR is referred to as the Evaluation and

*Ar;lsi' (E.-2I). The EAII selected should have not only a general
,,, * ,Rstand w, civil ian personnel pulicies and procedures but also an
4 ,i i f the Va ioU S thei 1, of oval cat ion and validation.

I I ,0 " ( '' 5 unVde2r d1 0.',ussioC such as the appropriateness of
, v,,i, I and th", alpplication of validity gneralization methods are

C nIWP ', :l le ne,.d fKr thi:,. spci alized exi .  rtise.

. o 1 f il PCi il For this -, ig .ouId be the Air Force Office of
.. I o.,P, 1 .....). c c C 1 ) A s part of its already assigned

ii to uld coir'1. t all ongoing evaluation and analysis
' I 0 1 %,,ito C C,! t1 i t crilti c i for orc in-depth investigation

.,( iC . , i w(''i illtlit'i . In ter:; j ev'aluation theory, this
1,,. 1, 1 "n ', I i"tivc vv in ., ii on, ,.'u.,'hy ."acking is a continuous

1, o, Of ilif', o' i , t 'l ] i i,t ,tificltico, of necessary corrective
, ny re i,''rr .,

- <*. . %:'>-L~5 ~.:.~ .
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i cf; 1 i ," *. reasons. It will help increase
.'. ':.' . r t :l l I I make clear to other

,..I ... t .2. ' '. ' ions or questions concerning
.v 0,. .... Fi. - rvi ovide a positive influence in
,.'". 'A; .'v and Z 'iat .n -f the reports. Evidence of such

I., < '',. of the preliminary evaluation of
(CPO's Evaluation, Research, and

.' .. K ' -i also importari. This will
-.' , upp '. aI ;rent ,,i of information to a large audience

'''. :tjil... l'a se A ccK , ir ividual program managers can
' K' r.,.i, ti'a i-format oin r'a,, pertincnt to them. Perhaps

'1 K' -. y, S ,-"r' -K anu:,ll reports are ideal for studying
,,;, '.'ornai '\;.r ,an exteno.,ed period of tine. Such reports

:a tc .1,. 1, Aioposed syste.i changes, as well as
- >' 'hjr .hich , Iii bl. es, aitial in the evenit of litigation.

-- n'' . 72 Eva;tA. a. .d ,,'iysis Plan takes the view that
..., . t c. a; be-, b2 '. -'1 by answering the following basic

0

a" ~ ~ ~ 3l no a a n eiqulater y requirenments?,

c,.. s o'., Sta' ishr.I .J S procedures?

,t : do .4h, -,s inended to do and is it accepted by
r s.'

",l, jC 0he an-,.' to ,ach of these questions is "yes," then
-r .-* lea(' to no farther action than communicating the
. 'i -,.tc I nagers.. Ne cativo ansers, on the other hand, will

-.., i. iled folo,,-u; and problem-solving where necessary. The
5. r'a, ! ighliqht O recojm:endations for evaluation and
.. ohey ' each of the basic qjestions.

1". , K
-, .. Ta fie of Personnel Management (OPMi)

w" Iu,7 .. t ..i I - tha I, the system as proposed did meet
-r I ....t al, regulator1 :oqu.rer ts. In addition, the standard

-,,i, ;,ced'C' fin...'- , the Air Force Directorate of
-i- huldi etro continuing compliance. Conditions may

...,'"1.v,', if V,.,e'al l ',:; or regulations are riodified, or if Air
C.-... 1 3 cct Lo I v' Se xiSt inj procedures.

, ' in .,s pa'l of thc arual review, the EAM should assess
* * r'.' on nyo~'~ ischan-ios lo portinent laws or

v r. a, PA pro.,'lure. there have been, the EAM should
,,aut(i' rit', -or ri ' 6q. Results of this assessmenta.* ,,' 1 'li C 1  

• ,

S- .",h i ) , , n , ! i 't ! , -': ,. . , ', ' t

•..'.- .................. '..
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IIfr 'a ltlE* a d the other

lInr~i .,ible 'oblcm areas
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S- ao,,irt of error
1 . Ly cells is

4 , .. ' ,. .,. assurance of
",,; , . ,y 400 completed

" r r" . .. ed by the JPAS.
. .C' K ~ -.tionnaires in an

could be made by the
L• .C> 'it civilian personnel

- ' tion:" :Yc-i.,,.s "1978 require
- , ,,,iceS ,  ,ur alve,- se i ix- a c t upon

, rating of at least "Fully

S;,:ideratin, J oppraisal data
. ,r: ip , fined by the so-called "four-fifths
-d..',b tlci,,.' o requesting periodic "ATLAS STAT

.. P -' ,e 1,,iforr Guidelines are unclear as
, at .h I , tdy these figures, but an aggregate

.- oldur . proprt~te, perhw,;s .itln a breakdown[-"-~C .c -nd C.:"~ a.a , I ae empl1,oyee s. The request should

te e n. I.t v enhe, 7-"erse -nat exist, in the form of a higher
,111.' ' '.raccejt& C'D ratings assigned to

cct. io,, rc ., Lra 'g of overall JPAS
can the. nonqh n'c i' -, and should be

. t ,, i ".1 ' '. , s. ,n, ,ig u frortat would be a
lo n) r rat inti given to

in , a r.. i rc port. Tracking
-., - i t r it of pointing

0 -.1 ,, o bring to
' r f.ntio' t, h.. . 1fon is if necessary).

Sf '. vr ' C', s is a simple
00 -,, i. sigriud tor each of
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.. u . n it d I, ' .',asure of adverse
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report outlines a relatively strea!'lined approach to studying JPAS
v-ess. Following this approach Should result in identification of
.reas in time to do something b it them. Any large-scale system
.hould provide for contingency 'tvns th l, talen in the event of
i.- 1 function, and th is ;o!o1s i te ,,,. It would be prudent

r, in the Directorate of ' ian ersun-el to develop such
";cy plans. This is especially i aurtant because of the lack of

..:-6 on the prt of the Office of Fr s r;,onel flanagement prior to imposing
I system requirements, ar d t i i:, constraints preventing the
;. of con.iete fieId test dt <ur the Air Force's particular
1 systems prier to implementati,

e negative side, it must b: noted ths.t various system design
irts may result in the JPAS beiij an expensive means of appraising

-;,-C~Ce with insufficient benefits to justify its existence strictly on
-. vs. benefits basis. On the positive side, however, the JPAS is

" : well-2ccepted management principles, and has the potential for
valued and useful tool both for supervisors and the people they

Probably the only way to measure the overall impact of the JPAS
*n .q a structured, ongoing process such as the one proposed, which

V ace both the inherent problems and a better idea of the system's
iid indirect benefits.
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A .7I 1. SA11PLE COMPLIANCE CHECKS (MADE BY THE OCPO
PROCGIC EVALUATION TRAVEL TEAM)

1 . Are roc ,!vcz, established to provide timely and accurate advice and
istencc the following areas:

a."1i.RS-

. 1_'i !,' , O velopr.,cnt?

c. Cnanw, n :ork plans?
d . e,,dr. i of appraisals?
e. Us c u raisal results?
f. F-.1 Suii a clear linkage between work plans and organizational

respot ilities?

2. Ar r 1, 5, w:i responsibilIfties clearly assigned?

3. Arc roc,~ iL::>; established to ensure that JPAS work plans are developed
for each cv, red employee in a timely manner?

4. Are procc<ures established to alert supervisors of performance
" ap:rtisal Ivr: dates?

5. Arc proc(',, ; established to follow up on delinquent JPAS work plans?

6. Are cwpl).; performance appraisal forms reviewed to ensure they have
tbeer correctly filled out and signed.

7. Arc ratingci enLered into the PDS-C accurately and in a timely manner?

r. Arc "Superior" and "Excellent" ratings suspensed for possible further
award acti-t?

9. Are proce,.rr .s established to ensure supervisor completion of periodic
' I l~cr, | . ..rance, C views?

-O. Are procedtv-- established to ensure that work plans are transferred
-.. with o'pl(,',,'-S to new assignments when appropriate?

1.7

- ..° . .-



ATTACHMENT 2. WORK PLAN EVALUATION CHECKLIST

Items to be Checked Response Format

Erol eyee Name Yes/No
Yes/No

Gra d Yes/No
Job Series Yes/No
Po Lion Title Yes/No
Or, ization Yes/No
ori'ice Symbol Yes/No
e,,-,on for Appraisal Yes/No

I'e iod oF Appraisal Yes/No
NCr.7'.:2r Supervised (Blank) Yes/No
Supervisor/Date Yes/No
Supfrvisor/Name, Grade, Duty Title Yes/No
Sur;:rv isor/Signature Yes/No
Revic.,,ing Official/Date Yes/No
Sevi,;',.;ing Official/Name, Grade, Duty Title Yes/No
R,\* i eing Official/Signature Yes/No
Er;:1! [oyee/Date, Signature Yes/No
e..ts Sum to 100 Yes/No

Critical Sum to at Least 51 Yes/No
All Elements 'Marked Critical or Noncritical Yes/No
All rlements Assigned Weights Yes/No
El ients and Standards Numbered Correctly Yes/No
Fi.ctional/Sub--elements Yes/No
Line Entry Yes/No
Dot, Functional and Line Entries Used Yes/No
To.-tl Number JPEs Functional Category Number
Total Number JPEs Line Entry Number

Total Number JPEs Both Number
At Least One Standard for Each JPE Yes/No
Tot, Number of Standards Number

1
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ATTACIIIENT 3. QUESTIONNAIRE FOR JPAS RATERS

:i,i- surve'y is part of a continuing study of the Air Force's performance
a;i-ai system for civilians, the Job Performance Appraisal System

(,i',j. Pl,-ase answer every question as honestly as you can, as your
r : ,,nses will remain anonymous. Your participation will help increase the
(I. iveess of personnel management in the Air Force.

P/-T . QUESTIO1S 1 THROUGH 7 APPLY TO YOUR OVERALL PERCEPTIONS OF
APPYJINSAL SYSTEMS AND OF THE JPAS IN PARTICULAR.

I. i effective do you feel this performance appraisal system is in
0 lnO(fn .j a supervisor to evaluate objectively the performance of

l 10ioye?

,. Very effective
. Fairly effective
c, Effective
d, Relatively ineffective
e. Not effective at all

2. -, much JP[,fX training have you received?

None

h. 1-2 hours
c. 3-4 hours
(!. 5-8 hours
e. More than 8 hours

3. Do you consider your JPAS training adequate?

a. Yes
b. To
c. I didn't receive JPAS training

4. Do you view the JPAS as fair to employees covered by the system?

a. Yes
). No

;o you think your subordinates view the JPAS as fair to employees

covered by Lhe system?

a. Yes
b. ro

G. !ovi effective do you feel the JPAS is in enabling you to evaluate your
employees' job performance objectively?

a. Very effective
1h. Fairly effective
c. rffective
d. Nelatively ineffecLive
C. Not offective at all

174
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7. In your opinion, how likely is it that your employees' performance will
be recognized if they perform especially well?

a. Unlikely
). Somewhat likely
c. Very likely

P, PT II. QUESTIONS 8 THROUGH 15 APPLY TO DEVELOPHENT OF THE JPAS "WORK
PLAN." THE JPAS WORK PLAN CONSISTS OF JOB PERFORMANCE ELEMENTS
ANID PERFORMANCE STANDARDS FOR YOUR JOB. YOU SHOULD HAVE BEEN

* .GIVEN A COPY OF THIS WORK PLAN ON AN AF FORM 1281, Job
Performance Appraisal.

8. Did you encourage the people you supervise to participate in the
* development of their own JPAS work plans?

a. Yes
b. No

9. Did the people you supervise participate in the development of their
JPAS work plans?

a. Yes
b. No
c. Some did, but some did not

10. On the average, how much time did you spend per employee developing
. their JPAS work plans?

a. 1-4 hours
b. 5-8 hours
c. 9-12 hours
d. 13-16 hours
e. More than 16 hours

If. Do you think you understand your employees' job requirements
sufficiently to develop valid JPAS work plans?

a. Yes
b. No

12. Did you give each person you supervise who is under the JPAS a copy of
his or her JPAS work plan?

a. Yes
b. No

13. Do you feel that each person's JPAS work plan describes the job well?

a. Yes
1). No

175

-.



.., -~~~~~ : - • . - - , ," -. , - . . - . - . .. : ,. " . . . . ' .- '. -. . ' - - - . , ' .. -. -' -_ -, 
-

. 14. , ach pcy son's JPAS work plan identify those parts of the job which
-"- critical,

:. Yes
N. To

15. 1,-; you consider your employees' JPAS work plan performance standards
,.a,,listic and obtainable?

res
• h. N 0

PART , QUE.TI IIS 16 AND 17 APPLY TO THE PERIODIC DISCUSSIONS THAT YOU
ARE R ,QUIRED TO HAVE WITH YOUR EMPLOYEES CONCERNING THEIR JOB
PERFO 10 'ANhCE.

1G. 0: the average, how many job performance discussions per employee have
you had ovr the past year (work plan development should be considered
such a discussion)?

None

-). One
c. Two
. Three

c. Four or rore

17. 1:r-e your job performance discussions with your employees useful to you?

a. Yes
b. No

PART 1'. QUESTIOIS 18 THROUGH 24 APPLY TO THE JPAS RATING PROCESS AND USE
OF JPAS APPRAISAL RESULTS.

-,- 18. ,; you believe that you have an adequate way of documenting whether
yoar employees met, did not meet, or exceeded their work plan
"r formance standards?

a. Yes
* ). 11o

- 19. in Lhe average, how much time have you spent per employee rendering and
... ,ju~,Jtifying their JPAS ratings?

0. 1-4 hours
0 b. 5-2) hours()-"I hours

c. 9-12 hours
d. 13-IG hours

Me. ore than 16 hours

6
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20. Do you believe you understand your employees' job requirements
sufficiently to render valid JPAS ratings?

a. Yes
b. No

21. How effective do you feel the JPAS is in enabling you to assist your
employees in improving their performance?

a. Very effective
b. Fairly effective
c. Effective
d. Relatively ineffective
e. Itot effective at all

22. How effective do you feel the JPAS is in enabling you to reassign,
demoie, or re;Jove employees whose performance continues to be
unacceptable?

a. Very effective
b. Fairly effective
c. Effective
d. Relatively ineffective
e. Not effective at all

23. How effective do you feel the JPAS is in enabling you to substantiate
recommendations for employee awards?

a. Very effective
b. Fairly effective
c. Effective
d. Relatively ineffective
e. Not effective at all

24. How effective do you feel the JPAS is in identifying employees who
should be promoted?

a. Very effective
b. Fairly effective
c. Effective
d. Relatively ineffective
e. Not effective at all
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Y011 il'E Tlr 9PACE BEI-Ml TO WRITE IN ANY ADDITIONAL REM'ARKS ABOUT THE
-JPJ( IfA YOU FEEL M1AY BE OF SOM1E BENEFIT TO THE STUDY. THANK YOU FOR YOUR

PA~d~!11', 1111hS 11PORIAM~ PROGRAM1 EVALUATION.
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ATTACIUlENT 4. QUESTIONNAIRE FOR JPAS RATEES

This survey is part of a continuing study of the Air Force's performance
appraisal system for civilians, the Job Performance Appraisal System
(JPAS). Please answaer every question as honestly as you can, as your
responsrs will remain anonymous. Your participation will help increase the
e effective: ess of personnel management in the Air Force.

PART I. QUESTIONS 1 THROUGH 7 APPLY TO YOUR OVERALL PERCEPTIONS OF
APPRAISAL SYSTEIS AND OF THE JPAS IN PARTICULAR.

1. ft: effective do you feel this performance appraisal system is in
ena!) I ,ng a supervisor to evaluate objectively the performance of

r, c-r.ip I oye s ?

a. Ver-y effective
b. Fairly effective
c. Effective
d. F,?Iatively ineffective
e. !,ot effective at all

2. How ruch JPAS training have you received?

a. None
b. 1-2 hours
c. 3-4 hours
d. 5-8 hours
e. More than 8 hours

3. Do you consider your JPAS training adequate?

a. Yes
b. No
c. I didn't receive JPAS training

4. Do you view the JPAS as fair to employees covered by the system?

a. Yes
b. No

5. Do you think your supervisor views the JPAS as fair to employees covered
by the system?

a. Yes
b. No

6. ho% effective do you feel the JPAS is in enabling your supervisor to
evaluate your job performance objectively?

a. Very effective
b. Fairly effective
c. Effective
d. Relatively ineffective
e. Not effective at all
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" 7. ir. 'pini ,how likely is it that your performance will be
f i p,-.,'form especially well] ?

a. *-, ' ".,ly
h i ' t 1 I'ely

* ikely

. i:. ,OUGH 14 APPLY TO DEVELOP1IENT OF THE JPAS "WORK
. H JPAS WORK' PLAN CONSISTS OF JOB PERFORMANCE ELEIENTS

pp P 7,I-:"! STANJDARDS FOR YOUR JOB. YOU SHOULD HAVE BEEN
A Cr,.' OF THIS WORK PLAN ON AN AF FORM 1281, Job

..C' ' ' to participate in the development of your own JPAS

I- e,' ,. tirie did yu spend in the development of your JPAS work plan?

c. - " hours
d. '- hours
e~. 1!5 hours

-. f. , e than 13 hours

I .: '1,elievo your supervisor understood the requirements of your job
sii; K. :,ntly to develop a valid JPAS work plan?

*-." a. Ys

* h.

:!. .:receive i, copy of your JPAS work plan?

b.

12. ,o y.-) Kel that your JPAS work plan describes your job well?

b. h
- c. i ,j!l 't k'low

• 13. c.-v . JPAS work plan identify those parts of your job which are
"0 cvi, K ,1?

a. N,:.;
b. t o_

c. I don't know
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14. Do you consider the performance standards in your JPAS work plan
realistic and obtainable?

a. Yes
b. No
c. I don't know

PART 111. QUESTIONS 15 AND 16 APPLY TO THE PERIODIC DISCUSSIONS THAT YOUR
SUPERVISOR IS REQUIRED TO HAVE WITH YOU CONCERNING YOUR JOB PERFORMIANCE.

*15. How many job performance discussions have you had with your supervisor
over the past year (work plan development should be considered such a
discussion)?

a. None
b. One
c. Two
d. Three
e. Four or more

* 16. Were your job performance discussions with your supervisor use-ful to you?

a. Yes
b. No

PART IV. QUESTIONS 17 THROUGH 20 APPLY TO THE JPAS RATING PROCESS AND USE OF
JPAS APPRAISAL RESULTS.

17. What was your last overall JPAS rating?

a. Superior
b. Excellent
c. Fully Successful
d. Miinimally Acceptable
e. Unacceptable
f. I don't know
g. I haven't received an overall JPAS rating

*18. Do you believe your supervisor understands the requirements of your job
sufficiently to render a valid JPAS rating?

a. Yes
b. No

619. How effective do you feel the JPAS is in enabling your supervisor to
assist employees in improving their performance?

a. Very effective
b. Fairly effective

*C. Effective
d. Relatively ineffective
e. Nct effective at all
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;,. io: t., ' ive (J , , feel the JPAS is in enabling your supervisor to
reassi,, dejmoie, or reimove e:ployees whose performance continues to be
unacc e, , .I e?

a. Very effective
b. Fai'ly effec'ive
C. E f f(.ct ive
d. Relat. ively inoffective
e. Not effecLiv. at all

Y U t.dY u, MFWE SpA(:: BELO1I TO 11RITE IN ANY ADDITIONAL REIARKS ABOUT THE
-JPAS WiUH OU FEF.., . BE OF SO:i- BENEFIT TO THE STUDY. THANK YOU FOR YOUR

PARFICIPAIOi IN Til , 11PORTANT PROGRAM EVALUATION.
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